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ABSTRACT 
The Utility of the Texas Award for Performance Excellence Criteria as a Framework for 
Assessing and Improving Performance Excellence in the Texas A&M Foundation: A 
Case Study.  (December 2011) 
Sherryl Leigh Wine, B.S., M.S.; Texas A&M University 
Chair of Advisory Committee:  Dr. Bryan R. Cole 
In 2007 nonprofits became eligible to apply for the Malcolm Baldrige National 
Quality Award (MBNQA) and the state-level Baldrige-based Texas Award for 
Performance Excellence (TAPE).  There exists minimal research on quality management 
frameworks to guide performance excellence in nonprofits and there is a lack of 
understanding regarding the applicability and utility of the MBNQA and TAPE Criteria 
as a framework for performance excellence for nonprofit organizations.  This study 
looks at how one nonprofit organization deployed the TAPE Criteria framework across 
the organization and the extent to which organizational learning resulted and was 
integrated across the organization. 
The qualitative case study utilized naturalistic inquiry methodology to chronicle 
situational themes and relationships that emerged during the organization’s year-long 
process of preparing an application for the TAPE.  The study took place in a natural 
setting and the researcher was immersed in the organization’s experience as a 
participant-observer assisting with developing the application.  Data collection methods 
included direct observation, interviews, and document analysis.  The case study 
approach provided a context and perspective for other nonprofit entities seeking to 
assess and improve performance.   
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The TAPE Criteria framework is a systematic and structured approach to 
improving performance excellence and its methodologies are repeatable and based on 
facts and data.  Leaders recognized the value of assessing the organization’s current 
condition in a holistic manner, yet they distinguished and used only those parts of the 
Criteria that they found meaningful and effective.  Leadership viewed the TAPE Criteria 
in light of how it could support its mission success, rather than supplanting management 
practices that had historically achieved organizational goals that met or exceeded 
customer needs and expectations. 
The results of the study are relevant and may assist nonprofit executives and 
administrators in applying and utilizing Baldrige-based improvement methodologies. 
The information gleaned from the study will help administrators of the TAPE to improve 
the usefulness and functionality of the framework across all business arenas.  TAPE 
administrators should benefit from the research as it provides information on how 
individuals experienced and learned the taxonomy of the framework. 
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CHAPTER I 
INTRODUCTION 
The world is changing at a rate more rapid than ever before and consumers are 
becoming increasingly more demanding and value conscious.  All business sectors are 
facing the twin dilemmas of escalating national and global competition and the need to 
constantly improve products and services to meet the needs and desires of present and 
future customers.  Another management challenge that has come to the fore in the past 
decade is the destructive effect of executive avarice in companies such as AIG, Enron, 
and WorldCom, which is resulting in increased scrutiny of business practices by the 
government, industries, and a wary public.  These trials are not necessarily new, as 
managers of every generation have dealt with the realities of interminable change.  Still, 
the challenge confronting today’s managers is to find management frameworks that, in 
the face of constant change, will facilitate the organization’s quest for performance 
excellence to meet and exceed consumer expectations. 
Background 
Performance Excellence 
 “The pursuit of excellence is probably the noblest ambition in all of business” 
(Cound, 1992, p. 1).  But what is excellence?  How does one define the concept in such a 
way that it can be cultivated and members of an organization can bring it to life?  The 
term performance excellence is defined in contemporary literature in several ways.  
Latham and Vinyard (2005) distinguished the concept as (a) enhanced value to 
customers, (b) improved effectiveness and business capabilities, and (c) organizational 
and personal learning (p. 460).  Ericsson (2002) defined excellence as “consistently 
                                                 
This dissertation follows the style of The Journal of Educational Research. 
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superior achievement in the core activities of a domain” (p. 5).  Stankard (2002) 
identified four drivers of excellence: (a) economic opportunity, (b) plans and motivation, 
(c) world-class capability, and (d) balance between risk and return (p. 82).  Cairns, 
Harris, Hutchison, and Tricker (2005) gave meaning to performance excellence by 
ascribing to it terms such as standards, principles, goal achievement, outcomes, 
measurement and evaluation (p. 135).  M. G. Brown (2005) characterized performance 
excellence by what it is not, contending that performance excellence is not merely 
focusing on one aspect of the business or organization (pp. ix-x).  This paper uses the 
term performance excellence as defined in the 2010-2011 Texas Award for Performance 
Excellence (TAPE) application booklet, Criteria for Performance Excellence (effective 
June 2009): “an integrated approach to organizational performance management that 
results in: (1) delivery of ever-improving value to customers and stakeholders, 
contributing to organizational sustainability; (2) improvement of overall organizational 
effectiveness and capabilities; and (3) organizational and personal learning” (p. 61). 
Continuous Improvement 
Numerous studies point to continuous systematic improvement as the means for 
achieving excellence at top-performing enterprises in the United States and around the 
world.  In 1997 Blazey supported the concept that, to maintain and sustain a true 
competitive advantage, it is essential for organizations to cultivate an ethos of 
continuous improvement.  In 2009 Blazey broadened the idea: 
The best competitors now know that long-term sustainability and market 
superiority require that they get better at getting better.  The best organizations 
not only make improvements, but they improve their rate of improvement.  They 
get better faster than their competition.  (Blazey, 2009, p. xvi) 
Recognizing the need for continuous improvement, for-profits and nonprofits are 
implementing quality business management programs as part of their performance 
excellence business strategies.  Duffy (2004, p. 28) described a systematic improvement 
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framework as having the following essential elements: (a) an integrated management 
system; (b) a philosophy of customer service, process improvement and total 
involvement; and (c) a program that engages elements of leadership, strategic planning, 
customer and market focus, human resources focus, process management, and business 
results. 
Higher Education 
Higher education is not unaffected by the pursuit of organizational efficacy, 
although a large majority of colleges and universities continue to operate without regard 
to the changing environment that circumscribes the world of academia.  Seymour (1992) 
suggested that higher education can be likened to Henry Mintzberg’s notion of 
professional bureaucracies, as organizations where trained professionals operate 
independently and work closely with their clients with little supervision from outside the 
profession.  This model works well in a stable environment; however, as academia fails 
to recognize and respond proactively to issues that are important to the public and the 
government, such as rising costs, higher education is becoming the focus of attention for 
accountability and external quality controls.   
Given structural state budget deficits and increasing demands on the public 
purse, public higher education is going to have to be simultaneously more 
entrepreneurial and alert to its public purposes if it is to survive, and help the 
states and nation survive, in an increasingly competitive world.  (Miller, 2006, 
p. 4) 
In 1999 a movement was initiated to take action and develop quality principles 
that would guide improvement efforts in higher education.  The Academic Quality 
Improvement Program (AQIP) provided two ways for colleges and universities to 
become involved with the organization: (a) by instilling continuous improvement into 
the philosophies through the accreditation process in conjunction with the High Learning 
Commission, or (b) by allowing institutions to use AQIP-sanctioned processes to 
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energize continuous improvement efforts without the benefit of accreditation (Higher 
Learning Commission, 2011). 
Nonprofits 
Nonprofit enterprises are not immune from the management problems that face 
for-profit businesses, as they are answerable to their stakeholders for faithfully serving 
their constituencies, for spending wisely and maximizing use of limited resources, and 
for conducting business with integrity and honesty (Light, 2002).  If the nonprofit sector 
is to benefit from increased organizational success and effectiveness, it must operate in a 
more businesslike manner; that is, nonprofits must focus on their customers, function in 
an ethical and transparent manner, concentrate on outcomes, and develop strategic 
relationships (Renz, 2001, p. 394).  Cairns et al. (2005) described a variety of approaches 
that nonprofit managers are incorporating, such as Total Quality Management (TQM), 
best practice benchmarking, balanced scorecard, and outcome measurement.  These 
methods are inherent in what is today called the quality management approach. 
Malcolm Baldrige National Quality Award 
On August 20, 1987, Congress enacted Public Law 100-107, inaugurating the 
Malcolm Baldrige National Quality Award (MBNQA).  The MBNQA is named for a 
former Secretary of State, the late Malcolm Baldrige, who died in a rodeo riding 
accident in 1987.  Baldrige was a champion for excellence and contributed to 
management efficiencies and improvements in government while in office.  In 
recognition of his contributions, Congress named the annual award for organizational 
quality in his honor (National Institute of Standards and Technology [NIST], 2005).  The 
award is administered by the Baldrige Performance Excellence Program, formerly 
known as the Baldrige National Quality Program.  The benefits of the Baldrige 
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Performance Excellence Program encompass a range of economic and social aspects.  
According to the program website,  
Between 2005 and 2010, 482 U.S. organizations applied for the Baldrige Award.  
The 91 Baldrige Award winners serve as national role models. In 2010 alone, the 
83 applicants for the Baldrige Award represented 277,700 jobs, 1,500 work 
locations, over $38.5 billion in revenues/budgets, and an estimated 80 million 
customers served.  (Baldrige Performance Excellence Program, 2011, section 5) 
The MBNQA criteria provide a coherent framework for implementing a quality 
program in business organizations (Wright, 2005).  The criteria are based on what 
Stephens, Evans, and Matthews (2005) described as “a set of contemporary high-
performance management practices” in six categories: (a) leadership, (b) strategic 
planning, (c) customer and market focus, (d) measurement, analysis and knowledge 
management, (e) human resources focus, and (f) process management, as well as a 
seventh category focused on results (p. 21).  Many organizations have no intention of 
applying for the award but use the MBNQA criteria as a self-assessment tool and as the 
means for driving internal improvement (Calhoun, 2002). 
Texas Award for Performance Excellence 
The TAPE is a state quality management award program patterned after the 
MBNQA and the Baldrige Performance Excellence Program.  In this report the terms 
MBNQA Criteria and TAPE Criteria are used interchangeably.  Like the MBNQA, the 
TAPE was established with the intent of helping businesses in the state of Texas to excel 
in performance, quality, and customer satisfaction.  The TAPE is administered by the 
Quality Texas Foundation (QTF), a nonprofit corporation established in 1990 under the 
advocacy of Texas Governor Ann Richards.  With the support of Richards, the Texas 
Department of Commerce, and a group of Texas businesses, the QTF worked to make 
businesses in the state successful and more competitive by heightening performance 
improvement and excellence awareness.  Subsequently, the EDS Corporation, a QTF 
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partner, established a committee comprised of Texas business and education leaders to 
create a state quality award.  The Texas Quality Award, later renamed the TAPE, was 
originally administered by the American Productivity & Quality Center but is now under 
the purview of the QTF. 
The first TAPE applications were submitted in 1993 and the first awards were 
presented in the following year.  Since that time, almost 200 Texas businesses have 
applied for the TAPE and 38 have received the award, recognizing their performance 
excellence efforts and accomplishments.  As an additional benefit and to encourage all 
applicants, the TAPE award process offers improvement feedback from trained TAPE 
examiners.  
Since 1994 there have been nearly 200 applicants, approximately 1,600 
examiners, representing nearly 80,000 hours of work, equivalent to approxi-
mately 38 man-years of work—all to provide improvement feedback to make 
Texas organizations more competitive, but ultimately to save jobs, improve 
communities and the lives of our citizens.  (QTF, 2010, para. 6) 
Statement of the Problem 
There is minimal research on quality management frameworks used to guide 
performance excellence in nonprofits.  Furthermore, there is a lack of understanding 
regarding the applicability and utility of the Baldrige Criteria as a framework for 
performance excellence for nonprofit organizations.  It is important to add to the body of 
knowledge because in 2007 a nonprofit sector was added to MBNQA eligibility. 
This study examined how one nonprofit enterprise, the Texas A&M Foundation, 
utilized the Baldrige-based TAPE Criteria and how it implemented the Criteria as part of 
its management strategy to propel the organization toward improved organizational 
performance, increased competitive advantage, and organizational learning. 
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Purpose of the Study 
The purpose of the study was to determine the utility of the TAPE Criteria as a 
framework for assessing and improving performance excellence in the TAMF.  The 
benefit of the study was to articulate the effectiveness of the TAPE Criteria as a 
management framework in a nonprofit environment and to convey how nonprofit leaders 
can apply the Criteria to achieve and sustain performance excellence in their 
organizations.  The study also undertook the task of describing how TAMF members 
utilized the TAPE Criteria and how they used the experience of applying for the TAPE 
to propel the organization toward improved performance and organizational learning.  
The research endeavor provided additional insight by including how and why some 
persons in the organization embraced the framework while others resisted its utility and 
rejected its value. 
Research Questions 
The study addressed four research questions: 
1.  To what extent did the TAPE Criteria serve as an effective framework for 
assessing the organization and improving performance excellence for the TAMF? 
2.  To what extent did the TAPE Criteria influence the leadership deployment of 
strategic planning; customer and market focus; measurement, analysis, and knowledge 
management; workforce focus; process management; and business results in the TAMF? 
3.  To what extent did the TAPE Criteria serve as a guide for developing an 
effective leadership strategy for identifying and aligning organizational and personal 
learning to strategic priorities? 
4.  To what extent did TAMF staff members embrace the TAPE framework as a 
strategy for assessing and improving performance excellence in the TAMF? 
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Operational Definitions 
Baldrige Criteria for Performance Excellence:  A systems perspective for 
understanding performance management.  The Criteria reflects validated, leading-edge 
management practices against which an organization can measure itself.  With their 
acceptance nationally and internationally as the model for performance excellence, the 
Criteria represent a common language for communication among organizations for 
sharing best practices.  The Criteria is also the basis for the MBNQA process (NIST, 
2009). 
Framework:  The basic elements necessary for an organization to function using 
a systems perspective. 
Performance Excellence:  An integrated approach to organizational performance 
management that results in (a) delivery of ever-improving value to customers and 
stakeholders, contributing to organizational sustainability; (b) improvement of overall 
organizational effectiveness and capabilities; and (c) organizational and personal 
learning (NIST, 2009). 
Performance Excellence Values:  An interrelated set of values and concepts:  
(a) visionary leadership, (b) customer-driven excellence, (c) organizational and personal 
learning, (c) valuing workforce members and partners, (d) agility, (e) focus on the future, 
(f) managing for innovation, (g) management by fact, (h) societal responsibility, (i) focus 
on results and creating value, and (j) systems perspective.  These values and concepts are 
embedded beliefs and behaviors found in high-performing organizations.  They are the 
foundation for integrating key performance and operational requirements within a 
results-oriented framework that creates a basis for action and feedback (2011-2012 
Criteria for Performance Excellence, p. 49). 
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Texas A&M Foundation (TAMF):  A private, nonprofit corporation created in 
1953 to solicit, receive, invest, and disburse private gifts for Texas A&M University 
(TAMU).  TAMF also directs university-wide, major gift fund-raising activities and 
provides asset management services in support of educational excellence at TAMU in 
College Station, Texas. 
Texas Award for Performance Excellence (TAPE):  An annual recognition of 
Texas organizations that excel in performance, quality, and customer satisfaction.  The 
benefits of participation are in the self-assessment that occurs during application, and the 
extensive feedback report prepared for the applicant by a team of trained, certified 
examiners who review and analyze the application (QTF, 2010, p. i). 
Texas Award for Performance Excellence Criteria:  A systematic management 
framework based on the Baldrige Criteria for Performance Excellence; the seven 
dimensions critical to high performing organizations are (a) leadership, (b) strategic 
planning, (c) customer-market focus, (d) knowledge and information management and 
analysis, (e) workforce focus, (f) process management, and (g) results 
Utility:  The perceived usefulness of a framework or processes to its purpose and 
intended users (NIST, 2009). 
Assumptions 
1.  The approach and design of this research project was logical.  The methods 
and processes used were appropriate for the research environment, were repeatable, and 
were based on reliable data and information. 
2.  The research participants self-reported competently and their responses were 
objective and honest.  In recognition that research participants can behave differently 
when they know they are being studied, interview protocols were used to address 
credibility and trustworthiness.  One of the protocols utilized was informed consent; the 
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TAMF members were told of the purpose and scope of the research project at the outset 
of the study and they were advised that their responses would be anonymous.    
3.  TAMF members were able and willing to devote time to group and individual 
interviews. 
4.  TAMF members understood the language of the TAPE Criteria. 
Limitations 
1.  The study was limited to the case under investigation:  the TAMF in College 
Station, Texas. 
2.  The study was limited to the information acquired from the literature review, 
individual and group interviews, document review, and personal observations and 
experiences of the researcher with the TAMF organization. 
3.  TAMF members may have felt influenced to respond in a particular way to 
the researcher. 
4.  The study was limited in time dimension to an assessment of changes during 
the period of observation.  Longer-term changes, improvements, and other 
considerations should be assessed through multiple cycles of improvement over time. 
Significance of the Study 
According to Light (2002), organizations cannot know where they are going 
without understanding where they are.  There is a variety of business management 
methodologies for today’s for-profit and nonprofit businesses, yet no one approach will 
fit every situation. The TAPE framework, which is based on the Baldrige Criteria, offers 
an intentional management system that can be utilized by nonprofits as well as by for-
profit businesses. 
Much has been written about the Baldrige Criteria.  There is a proliferation of 
literature regarding the use of the Baldrige Criteria in industry, the medical field, and 
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education.  However, the literature on the usefulness of the Criteria as a means of 
assessing and improving performance excellence in nonprofits is scarce.  The results of 
this study will be useful in filling that gap. 
The study chronicled situational themes and relationships that emerged in the 
TAMF during the organization’s TAPE application experience.  TAMF leadership will 
use the results to determine the TAPE’s usefulness and practicality relative to the design 
and execution of processes, in the selection of appropriate measures of results, and for 
managing and assessing cycles of process improvement.  It will also help them to 
ascertain how the organization approached and deployed the framework, what learning 
took place as a result of the framework, and the extent to which organizational learning 
was integrated across the organization. 
This study of the TAMF, a unique nonprofit entity, and how it utilized the TAPE 
Criteria is beneficial in other ways.  It provides a context and perspective for nonprofit 
entities seeking to assess and improve performance.  The results of the study are relevant 
and may assist nonprofit executives and administrators to utilize Baldrige-based 
improvement methodologies that will subsequently give them a competitive advantage.  
This is significant for nonprofits, as unfavorable economic conditions and limited 
available resources are making it more and more difficult to accomplish missions and 
meet the needs of constituencies.  It is especially important for nonprofit fundraising 
organizations related to higher education because reduced government funding and a 
decrease in giving rates from aging college alumni could have significant impact on the 
future of higher education (Strout, 2006). 
The information gleaned from individual experiences in the TAMF case will help 
administrators of the TAPE to improve the usefulness and functionality of the 
framework across all business arenas.  The research also contributes to enhanced 
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understanding of how the Criteria are relevant and can be used by nonprofit fundraising 
organizations.  By looking carefully at how the TAMF went about applying for the 
award and how they used the TAPE Criteria to assess and improve their performance, 
similar organizations can envision their own performance excellence journeys.  TAPE 
administrators should benefit from the research because it provides information on how 
people were able to grasp the Criteria and performance excellence concepts and how 
they experienced and learned the taxonomy of the framework. 
13 
 
CHAPTER II 
REVIEW OF LITERATURE 
According to Rowley and Slack (2004), “All research needs to be informed by 
existing knowledge in a subject area” (p. 31).  Hence, the focus of this qualitative 
research study was to examine the utility of the TAPE Criteria as a framework for the 
nonprofit TAMF for assessing and improving performance excellence.  The review of 
literature is focused on bodies of work that are relevant to the subject, that can serve as a 
guide for analyzing problems related to the subject matter, and that can help to establish 
a theoretical and contextual foundation from which to approach the research questions.  
This chapter provides an examination of key literature associated with the TAPE and the 
utility of using the TAPE Criteria to produce value-added practical results for customers 
and the organization and to provide for organizational and personal learning. 
“Qualitative research offers insights into systems functioning, organizational 
behavior, and individual values (Schneider, 2006, p. 393).  Consistent with Schneider’s 
view, five major themes are presented in this review of the literature:  (a) the relevance 
of performance excellence in a variety of organizations, (b) the significance of systems 
and systems theory to performance excellence, (c) the history of the quality movement, 
(d) the evolution and influence of the Baldrige-based TAPE Criteria, and (e) the value of 
applying the TAPE Criteria to nonprofit endeavors.  In addition, the review of literature 
incorporates secondary themes:  (a) increased emphasis on instilling quality management 
methodologies in higher education, (b) the usefulness of improving operational quality 
and making decisions that add value to programs and services, and (c) the importance of 
corporate responsibility that should lead organizations to develop business 
methodologies aimed at guiding managers to “think before you act.” 
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The primary purpose of conducting this research study was to communicate how 
one nonprofit organization, the TAMF, went about utilizing the Baldrige-based TAPE 
Criteria and how it used the award application experience to move the organization 
toward improved performance and organizational learning.  The TAMF, originally 
named the Texas A&M College Development Foundation, is an independent, nonprofit 
fundraising organization established in 1953 by a group of distinguished former students 
whose objective was to strengthen fundraising efforts and advance the goals of TAMU 
(TAMF, 2010).  The financial contributions made by dedicated donors over the past 50+ 
years have caused the initial modest investment to the foundation grow to more than one 
billion dollars.  These funds play a significant role in advancing the TAMU mission 
relative to students, faculty, staff, education, and research, as well as the academic 
environment.  The financial contributions by TAMF are especially important to the 
university’s economic condition as competition increases for resources that are 
becoming scarcer.  The study of a framework for assessing and improving performance 
in the nonprofit TAMF is therefore relevant and necessary to continued improvement of 
TAMU and subsequently to higher education. 
While it is a cliché to say that the world is changing at a rate more rapidly than 
ever before, the sentiment was noted repeatedly in the research literature that spanned a 
period of years from the 1920s through current day.  No doubt, the world is changing at 
an ever-increasing rate; thus, it should come as no surprise that consumers worldwide 
are making demands on their product and service providers to keep pace with the 
changes.  Stainer (2006) defined the corporate situation: 
The lifecycle of organizations has significantly altered in recent years in that they 
have become more dynamic and have to face constant challenges by accepting 
the fact that they are not just profit-driven, purposive entities. In the twenty-first 
century there are increasing pressures on formulating, implementing and 
monitoring strategic policies arising from such issues as globalization, sustaina-
15 
 
bility, demographic and technological advances as well as social responsibility.  
(p. 259) 
Stainer’s statement implies that consumers have high expectations as resources become 
more limited and society and the environment become more global and technology 
driven. 
News reports of large organizations and corporations engaging in acts of 
extraordinary greed and malfeasance are similarly triggering relentless consumer 
reaction; the public is resolute in their insistence that all decision makers be accountable 
for their words, actions and behavior.  To illustrate the public sentiment, Stainer (2006) 
quoted Konosuki Matshushita, the founder of Panasonic: “‘People need a way of linking 
their productive lives to society. Profits should not be a reflection of corporate greed,” he 
explains, ‘‘but a vote of confidence from society that what is offered by the firm is 
valued’” (p. 254).  Stainer expanded on Matsushita’s statement, adding that society 
expects business organizations to carry out their dealings in a manner that is a “bedrock 
of good ethical behavior seen, not as an ‘add-on phenomenon,’ but as a key determinant 
of the very essence of an inclusive and civilized business for its survival and long-term 
performance” (p. 254). 
Like their corporate cousins, higher education institutions are searching for ways 
to distinguish themselves from their competition; to a greater extent, they are focusing 
on systematic organizational and performance excellence as the way to accomplish this 
goal.  The increase in globalism and competition in higher education is forcing 
universities and colleges to find ways to transform the institution to meet public and 
corporate demand and expectations (Patton, 2007). 
It follows that on February 17, 2009, President Barak Obama signed Public Law 
111-5, The American Recovery and Reinvestment Act of 2009 (ARRA), a bill highly 
publicized as an opportunity for states and educational institutions to use one-time 
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federal funds to meet increasing costs in education and increase academic quality and 
effectiveness.  Unfortunately, the ARRA funds are not permanent, nor did the law 
provide guidelines for how states should spend them in the area of higher education.  In 
2009 three nonprofit agencies associated with higher education policy and decision 
making—The Delta Project on Postsecondary Costs, Productivity, and Accountability 
(Delta Project, 2009), the National Center for Public Policy and Higher Education 
(NCPPHE), and the National Center for Higher Education Management Systems 
(NCHEMS)
 
 collaborated to produce the following joint policy statement which 
describes the dilemma facing higher education: 
The collision between constrained public funding and the need to increase post-
secondary access and degree attainment is by now well documented. The prob-
lem stems from structural pressure on state budgets, growing dependency on 
tuition revenues that harm access and opportunity, and institutional cost struc-
tures that require unsustainable funding increases.  (Delta Project, NCPPHE, & 
NCHEMS, 2009, p. 1) 
The NCPPHE (2009) stressed in a related report that governors, legislatures, and 
governing boards “must devise and implement strategies to preserve college opportunity 
while stimulating innovations to prepare for a future that will require enhanced access, 
quality, cost-effectiveness and productivity” (final para.).  Thus, the funding 
contributions made by a higher education fundraising or development organization such 
as TAMF are highly significant to the economic condition of a college or university. 
The Case for Excellence 
Recognition of the significance of high performance to the well-being of an 
organization is not a modern phenomenon.  The ideal of performance excellence is 
practically ageless, as noted by the words of philosopher Aristotle. 
Excellence is an art won by training and habituation.  We do not act rightly 
because we have virtue or excellence, but we rather have those because we have 
acted rightly.  We are what we repeatedly do.  Excellence, then, is not an act but 
a habit.—Aristotle 
17 
 
For the purposes of this paper, organizational performance excellence is defined 
as “an integrated approach to organizational-performance management that results in 
(1) delivery of ever-improving value to customers and stakeholders, contributing to 
organizational sustainability; (2) improvement of overall organizational effectiveness 
and capabilities; and (3) organizational and personal learning” (TAPE, 2011-2012 
Criteria for Performance Excellence, p. 60).  Blazey (2009) endorsed the concept of 
performance excellence and stressed the importance for organizations to cultivate an 
ethos of continuous improvement if they are to maintain and sustain gains over 
competitors. 
No longer is routine improvement sufficient to create a competitive advantage.  
The best competitors now know that long-term sustainability and market 
superiority require that they get better at getting better.  The best organizations 
not only make improvement, but they improve their rate of improvement.  They 
get better faster than their competition.  (Blazey, 2009, p. xvi) 
Likewise, numerous other studies point to continuous systematic improvement as 
the means for achieving excellence at top-performing enterprises.  For example, the 
Mayo Clinic is recognized as the leading health care brand in the United States.  After an 
extensive study of the organization, Berry and Seltman (2008) reported, “Mayo Clinic is 
not content to be a leader in a cluster of excellence, so it has embarked on an aggressive 
effort to widen the distance between its measured quality and the rest of the best” 
(p. 247). 
Performance excellence is defined in many ways and terms.  Light (2002) used 
expressions such as organizational effectiveness and high performance.  “High 
performance can only be achieved and sustained if an organization knows why it exists, 
who it serves, and when it is successful” (p. 46).  Managers should also assess the 
organization to determine what is working and functioning effectively (organizational 
equilibrium) and what is out of balance.  When there is need to initiate change to bring 
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the organization back into balance, leaders should develop a change strategy and clearly 
communicate it to all appropriate members of the organization.  To be effective, a 
change strategy should include five design elements:  (a) the business situation, 
(b) business strategy, (c) design elements, (d) culture, and (e) business results.  Of these 
elements, culture establishes how the organization works (Hanna, 2001).  Hanna 
explained that values and assumptions are at the crux of the organization’s culture and 
that culture and values are interrelated; consequently, they affect what people do at 
work, their work arrangement, the reward structure, decision making, information 
exchange, and the persons relative to their work and work environment (p. 172). 
Frise (2004) defined organizational culture as “the unspoken rules of how 
operations are conducted and the accepted status of the participants” (p. 19).  Morrill 
(2008) stated that in the 1980s researchers developed the idea of an organizational 
culture framework made up of “systems of meaning and symbols.”  He noted that, as a 
result of institutional and ethnographic studies conducted in the mid-20th century, new 
organization theories emerged that emphasized “the cultural-cognitive construction of 
organizational structures and practices” (p. 16).  Chaffee, Tierney, Ewell, and Krakower 
(1988) provided the context in which to explore elements of organizational culture: 
The role of symbols and the symbolic dimension of instrumental decisions and 
actions 
Organizational saga or the role of history and the varied modes of its 
interpretation 
The role of time and space as cultural parameters and their use in leadership and 
decision-making styles 
The use of information as a token in a cultural system of exchange and its 
relation to power and position.  (pp. 5-6) 
The authors also identified two diametric theories about organization:  (a) the traditional 
paradigm, which focuses on objective facts to rationalize organizations, and (b) the 
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cultural paradigm, which explains how organization members actualize reality through 
social construction (p. 10). 
No doubt, managers must work within the context of a dynamic environment in 
cultivating a change strategy to improve and assess performance excellence.  Without 
something to hold on to for balance and orientation, a manager runs the risk of losing his 
or her frame of reference.  Having a set of core values that is communicated and 
acknowledged throughout the organization grounds the organization and its members.  
Core values are institutional beliefs that endure over time and govern the organization’s 
activities and actions. 
Systems Framework 
To appreciate what is meant by organizational performance excellence, it is 
important to understand systems.  The extensive literature on systems theory provides a 
wide range of definitions of the concept.  According to Deming (1994), “A system 
cannot understand itself.  The transformation requires a view from outside . . . a lens—
that I call a system of profound knowledge.  It provides a map of theory by which to 
understand the organization we work in” (p. 92).  Deming’s theory of profound 
knowledge provides perhaps the preeminent explanation, setting the backdrop for 
understanding systems.  The theory has four parts:  (a) an appreciation for systems or 
systems thinking, (b) knowledge of variation, (c) the theory of knowledge, and (d) 
knowledge of psychology or the understanding of human behavior (p. 93). 
The first part of Deming’s (1994) theory defines a system as a group of 
interrelated parts that work together to accomplish a common purpose.  A system’s parts 
are inherently interrelated, signifying reliance of support or relationship among them; 
thus, each part assumes an obligation to strengthen or benefit and not to compromise the 
larger body.  A system has a common purpose and all parts are arranged in a specific 
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order to accomplish that purpose; consequently, if the parts are arranged randomly or are 
misaligned, the system will not function as intended.  All parts may work in isolation but 
a chaotic arrangement will negate the ability for the parts to communicate the common 
purpose and will signal that something is out of place (p. 95). 
Dettmer (1995) defined a system as “an interrelated group of processes that 
receive inputs from the external environment, act on them in some way, and produce an 
output that is supposed to be of greater value than the sum of its parts” (p. 78).  He 
illustrated the concept by comparing it to a mosaic; when the montage of pieces is 
complete, it depicts a discernible image.  While each piece of the mosaic is important, 
the greatest value of each piece lies in its interconnectedness with the pieces around it. 
Jackson (2001) advocated using systems thinking in approaches to problem 
solving because the methodologies focus on the comprehensive, interrelated, and 
evolving aspects of multifaceted conditions in organizations (p. 234).  “The systems 
concepts enshrine a commitment to ‘holism’ to looking at the world in terms of ‘wholes’ 
that exhibit emergent properties, rather than believing, in a reductionist fashion, that 
insight comes from breaking wholes down into their fundamental elements” (p. 234).  
Similarly, Faulkner (2002) asserted, “A key to understanding the systems view is 
recognizing its inclusion of internally regulating systems while maintaining a connection 
to the larger, outside environment” (p. 29).  Using as an example a business system, 
product defects or customer complaints are performance indicators that signal whether 
the parts of an organization (system) are synchronized.  Likewise, in a higher education 
setting, matriculation and student retention rates are performance indicators for colleges 
and universities; a disorderly system might present as decreasing matriculation rates or 
low student retention. 
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The second aspect of profound knowledge involves variation, defined in basic 
terms as something that differs from the norm.  Deming (1994) stated that there is an 
element of variability in a system that is inevitable; that is, variation in a system and its 
processes is natural and managers have a responsibility to keep it within a level of 
predictability.  Deming noted that variation provides information and focuses attention 
on the process, not the individual, thus encouraging business managers to concentrate on 
data and facts (p. 168). 
The knowledge of psychology is the third element of the theory of profound 
knowledge.  Deming (1994) contended that managers should have a reasoned 
understanding of people.  This aspect essentially addresses the idea that people are 
unique in how they learn, in how they are motivated, in their communication styles, in 
the way they interact with others, in how they deal with change, and in the way their job 
performance is affected by the work environment. 
The fourth component is based on the theory of knowledge, readily understood as 
the ability to predict.   
Behavioral evidence suggests that individuals often take actions on the basis of 
theories that are unrecognized, unstated, untested, and often wrong. . . . One 
solution is to educate employees at all levels of the organization to make regular, 
effective use of science in decision-making and problem-solving so as to improve 
their ability to create and use better theories. (Jensen & Wruck, 1994, pp. 252-
253) 
Too often, people act on intuition or vague feelings without any notion of what they 
expect after the action.  Having the ability to make predictions based on a theory and to 
analyze subsequent results increases organizational and personal learning, thus 
augmenting performance and enhancing the opportunity to accomplish performance 
excellence.  Deming (1994) was clear about the significance of the relationships among 
all four parts of his profound knowledge theory.  He emphasized, “The various segments 
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of the system of profound knowledge proposed here cannot be separated.  They interact 
with each other” (p. 93). 
Building on the foundation of profound knowledge, another important aspect 
contributing to performance excellence is organizational theory, or the manner in which 
businesses and institutions arrange and systemize themselves.  Two key components of 
an organization are its economic capital and its social capital.  Woolcock (1998) 
explained that, prior to the 1960s, traditional economists made reference to economic 
capital as assets that generated income, such as land, labor and physical resources 
(p. 154).  Social capital was described as “norms and networks facilitating collective 
actions for mutual benefits” (p. 155).  Social capital, also described as social networks, 
includes people who trust and assist each other, which can be a powerful asset in the 
organization.  The quality of these networks and relationships in firms leads to a state in 
which the individuals and the organization consider each other when something must be 
accomplished to the mutual benefit of both parties.  Woolcock indicated that the value 
that is garnered as a result of connections between individuals and entities goes hand-in-
hand with economic capital and serves as a valuable mechanism for economic growth 
(p. 188).  According to Andrews (2010), organization theorists suggest that social capital 
can also be used for improving organizational performance (p. 583).  From 2003 to 
2005, Andrews conducted a study of the performance of more than 100 organizations.  
The results indicated statistically positive relationships between performance and the 
social capital aspects of knowledge transfer and human relations within organizations.  
His survey shows how organization arrangement affects economic and social capital. 
Schneider (2009) proposed adding cultural capital to economic and social capital.  
Cultural capital—knowledge, skills, customs, beliefs, and education—is a concept 
developed by Pierre Bourdieu, who described the basic forms of capital as economic, 
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cultural, and social (Bourdieu, 1989, p. 17).  As Schneider described, the cultural capital 
factor is taken from an anthropological perspective and is defined as “a complete way of 
life rather than unique symbols, behavior patterns, and values” (p. 651). 
In the second half of the 20th century, three key perspectives of organizational 
theory emerged:  (a) classical organization theory, encompassing scientific management, 
bureaucratic management and administrative theory; (b) human relations theory; and 
(c) the systems approach.  “Frederick W. Taylor (1856-1915) is best known for defining 
the techniques of scientific management, the systematic study of relationships between 
people and tasks for the purpose of redesigning the work process to increase efficiency” 
(George & Jones, 2004, p. 33).  Taylor, often referred to as the founder of “scientific 
management,” contended that the road to efficient production was to increase 
specialization and divide the labor force.  He posited that the interests of the employer 
and the employee were analogous, and he identified four principles to increase efficiency 
in the workplace: 
Principle #1:  Study the way employees perform their tasks, gather all the 
informal job knowledge that employees possess, and experiment with ways of 
improving the way tasks are performed. 
Principle #2:  Codify the new methods of performing tasks into written rules and 
standard operating procedures. 
Principle #3:  Carefully select employees who possess skills and abilities that 
match the needs of the task and train them to perform the task according to the 
established rules and procedures. 
Principle #4:  Establish a fair or acceptable level of performance for a task and 
then develop a pay system that provides a reward for performance above the 
acceptable level.  (p. 35) 
Max Weber is widely known for his seminal work in bureaucratic theory 
(Nirenberg, 1978).  His perspective is often described as mechanistic.  Weber focused on 
dividing organizations into hierarchies, official autonomy, instituting clear lines of 
authority and control, and a high level of specialization.  Weber suggested that 
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organizations develop comprehensive and detailed standard operating procedures for all 
routinized tasks.  Also embedded in this classic approach to organizations was the notion 
of obedience.  Kumar and Mittal (1995) illustrated this notion, referring to the family 
unit as the earliest example of an organization. 
The concept of family itself required that life be organised and resources of food 
be apportioned in a manner to so as to maximize their usefulness. Taking proper 
steps to safeguard the family from attacks by wild animals, planning on where to 
go hunting and whom to go with are all subtle ingredients of management, group 
dynamics and organizational behavior.  (p. 7) 
Similar aspects of obedience in an organization were also featured early and 
prominently in the military, a condition that holds true today.  The traditional 
bureaucratic organization has a functional approach to management, often illustrated as a 
pyramid with “top-down” authority (Frise, 2004, p. 23).  The hallmarks of this approach 
are order, precision and consistency and the notion that management cannot trust 
employees to carry out their responsibilities. 
“Beginning in the 1920s, social scientists accidentally ‘discovered’ and then 
empirically mapped the social psychological contours of shop floor norms and 
sentiments, thus giving rise to the ‘human relations’ school” (Morrill, 2008, p. 16).  The 
human relations view was critical of the classic traditional method, claiming that it failed 
to consider human interactions within the organization.  “While the human relations 
approach was developing, two psychologists, Maslow and Herzberg, working separately, 
made significant contributions to the understanding of human needs and the elements 
which proved to be satisfying and dissatisfying to the worker (Nirenberg, 1978, p. 4).  In 
developing his theory of motivation, Abraham Maslow (1943) proposed the following 
tenet: 
Human needs arrange themselves in hierarchies of prepotency.  That is to say, the 
appearance of one need usually rests on the prior satisfaction of another, more 
pre-potent need. Man is a perpetually wanting animal. Also no need or drive can 
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be treated as if it were isolated or discrete; every drive is related to the state of 
satisfaction or dissatisfaction of other drives.  (p. 370) 
Maslow’s hierarchy of needs theory is almost always depicted as a segmented 
pyramid (e.g., Huitt, 2007).  The constructs of the theory are five categorized needs, 
organized and ranked, with the most basic need (physiological) forming the foundation 
of the structure and other needs placed higher on the pyramid (safety, love/belonging, 
esteem and self-actualization).  Supporting Maslow’s concept, Huitt noted that the needs 
at the bottom of the pyramid must be met before one can move to the next higher level.  
The four lower levels were labeled by Maslow as deficiency needs, meaning that if there 
is a deficiency in one of the levels, a person will act to remove the deficiency.  In other 
words, man is driven by unfulfilled needs and will act or be motivated to fill or resolve 
the deficiency.  The top of the pyramid, self-actualization, is described as a need for 
reaching one’s full potential (Huitt, 2007, para 1). 
Herzberg (2003) called his motivation-hygiene study “one of the most replicated 
studies in the field of job attitudes” (p. 91).  He hypothesized that what satisfies 
(motivators) a worker and what dissatisfies (hygiene factors) a worker are not congruent 
but are rather two separate and distinct factors. 
Since separate factors need to be considered, depending on whether job satis-
faction or job dissatisfaction is being examined, it follows that these two feelings 
are not opposites of each other.  The opposite of job satisfaction is not job 
dissatisfaction but, rather, no job satisfaction; and similarly, the opposite of job 
dissatisfaction is not job satisfaction, but no job dissatisfaction.  (p. 91) 
Herzberg explained that the aspects of a job that satisfy or motivate a worker are 
achievement, recognition, advancement, and so forth.  The hygiene factors, or aspects 
that tend to lead a worker to dissatisfaction, include supervision, work conditions, and 
salary.  Both Herzberg’s and Maslow’s theories hold implications for management as 
they illustrate concepts related to worker motivation. 
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In the 1930s consideration was directed to the members of organizations and 
their competencies.  For the first time, workers came to be seen as more than simply 
machines, as exemplified by the Hawthorne experiments conducted under the guidance 
of Elton Mayo (“George Elton Mayo,” 2002).  AT&T’s Hawthorne manufacturing plant 
near Chicago engaged in a series of field experiments by providing varying levels of 
lighting for different groups of workers in an effort to determine the impact of the 
lighting on production levels.  Surprisingly, no matter the lighting level, all worker 
groups demonstrated increased levels of production.  As Morrill recounted (2008), 
“Researchers later generalized this dynamic as the ‘Hawthorne Effect’—responses of 
experimental subjects to being studied (and feeling important) rather than the intended 
stimuli” (p. 20).  As a result of the Hawthorne experiments and related research, business 
leaders began to realize that human emotions in the workplace cannot be ignored; 
attention began to be focused on what motivates employees.  “These insights laid the 
foundations for the human relations (HR) school, which elevated the place of workplace 
norms and sentiments to unprecedented importance in organization theory” (p. 20).  
Subsequently, new aspects of organizational management appeared, such as the creation 
of group decision making, human resources departments, and the management field of 
organizational behavior. 
The third and dominant perspective, the systems approach, differs from the 
traditional and human relations perspectives in that it includes additional factors such as 
the external environment, market conditions, competition, and technology.  Birnbaum 
(1988) explained the concept of “open” and “closed” systems (p. 34).  Closed systems 
have rigid, inflexible boundaries that restrict and control input from outside the 
organization.  This type of system is characterized as linear, predictable, and more or 
less conventional.  An open system is dynamic, with unpredictable boundaries; there is 
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significant interaction between the system and its external environment.  An open system 
is more complex than a closed system and its parts may be subsystems within the parent 
structure.  Birnbaum explained that the relationship between systems and subsystems in 
open and closed structures is either loosely coupled or tightly coupled.  A tightly coupled 
system is represented by a rather direct cause-effect connection.  When one part of the 
structure acts, another part will be impacted because the link between the two is close.  
In a loosely coupled arrangement, when one area acts or reacts, it may affect another part 
but the impact may be minimal because each part is independent and can succeed on its 
own, if necessary (pp. 35-38).  Birnbaum noted, “Tight and loose coupling are relative 
terms.  Conceptually, they can be differentiated on two criteria:  the extent to which 
subsystems have common variables between them and the extent to which the shared 
variables are important to the subsystems” (p. 39).  A common denominator of tightly 
coupled and loosely coupled systems is the interaction with the external environment.  
Birnbaum noted that institutions generally must deal with external forces on an 
increasing basis (p. 43).  Thus, organizations must be able to respond to public needs and 
requirements if they are to flourish. 
Quality and Management Theory 
This chapter reviews literature related to the history and evolution of the quality 
movement as it led to the creation and development of the MBNQA and Baldrige 
Criteria, and later to the TAPE.  A great deal of research has been conducted on the 
emergence of the quality movement. 
A number of terms have been given to this belief system, including Total Quality 
Management, Continuous Quality Improvement, Total Quality Control, 
Company-Wide Control, Quality Advancement, Statistical Process Control, 
Quality Management, and World-Class Manufacturing.  The name is not 
important; what matters is what the terms describe because, as Deming points out 
(in Frazier, 1997), “The term Total Quality Management is counter-productive; 
my work is about a transformation in management and about the profound 
knowledge needed for the transformation.”  (LeRoy, 2004, p. 2) 
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To understand the significance of the Baldrige Criteria, it is helpful to establish a 
conceptual framework through connections and linkages in management literature from 
the early 1920s and to identify the people who shaped the ideas of continuous 
improvement and performance excellence. The historical background of quality 
management shows how businesses use scientific framework and knowledge gleaned 
from the application of scientific methods to guide managers and executives to “think 
before they act.”  According to Jensen and Wruck (1994), the notion of “specific 
knowledge” is also a relevant and essential ingredient for making decisions that lead to 
improved performance.  Specific knowledge is described as knowledge that is held by 
workers and could be transferred to others, such as the idiosyncrasies of customers, 
machines, or processes.  Other types of specific knowledge at a higher level of an 
organization include knowledge of corporate strategies and divisional interdependencies 
(pp. 257-258). 
Frederick Taylor is recognized as one of the fathers of scientific management.  
Taylor, an industrial engineer, considered management to be a science that could be 
studied and applied in the workplace.  In 1911 Taylor published The Principles of 
Scientific Management, wherein his philosophy of scientific management advocated the 
use of definitive rules and guidelines in the work setting, scientifically selecting 
individuals to those jobs that they could accomplish successfully and satisfactorily, 
dividing labor and responsibilities between management and workers, providing job 
training for workers, and providing incentive payments for those jobs performed well 
(p. 10).  According to Kermally (2005), Taylor is acknowledged for creating the 
following principles related to scientific methods in management: 
Management should develop job tasks in a scientific manner and amass job 
knowledge of workers as a factor that contributes to their effectiveness. 
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Provide the training necessary for workers to produce the most productive job 
possible given their innate skills. 
Create synergy between workers and management. 
Divide responsibilities between labor and management in a reasonable and just 
manner.  (p. 11) 
Taylor’s philosophy of scientific management was described by Morrill (2008) 
as “the purest and most famous expression of early applied organization theory” (p. 17).  
Taylor’s most notable contributions are the time and motion studies that he applied to 
separate jobs into steps that could be performed again and again without variation.  It 
was Taylor’s contention that management could improve efficiency by making jobs 
more simplistic and segmented.  Walton (1986) rationalized Taylor’s view, stating, 
“Scientific management evolved during an era of mass immigration when the workplace 
was being flooded with unskilled, uneducated workers and it was an efficient way to 
employ them in large numbers” (p. 9).  Morrill (2008) noted that Taylor’s focus was on 
worker processes from a position of neutrality; he concentrated on sharpening objectivity 
in the workplace and holding back the influence of labor negotiations to advance the 
notion that workers should be compensated according to production quantity (p. 17).  
Taylor’s effort, which preceded the traditional approach to management, was an onerous 
and inflexible management method that valued quantity above quality. 
The quality movement as it relates to management theory in the United States 
essentially began in the 1920s with the advent of statistical quality control in 
manufacturing.  The significance of quality was presented to Japan by Americans 
Deming, Juran, and Feigenbaum in the 1950s; however, the Japanese developed the 
concept with a great deal of success.  After World War II, American manufacturers 
became aware of Japan’s success in business and industry, leading to a wake-up call that  
emanated from a 1980 NBC-TV News special report entitled, “If Japan Can . . . Why 
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Can’t we?” (American Society for Quality, 2010, para. 2).  The following is an overview 
of the most notable quality authorities and their contributions to management theory. 
In the early 1920s efforts by manufacturers to produce a product without defects 
forged the way to business improvement efforts.  One of the first improvement pioneers 
was Walter A. Shewart, known for developing the control chart to implement statistical 
quality control.  Deming (1982) explained Shewart’s rationale regarding statistical 
quality control: 
A stable process, one with no indication of special cause variation, is said to be, 
following Shewart, in statistical control, or stable. . . . Its behavior in the near 
future is predictable. . . . A system that is in statistical control has a definable 
identity and a definable capability.” (p. 321) 
Shewart’s work with control charts was important because he envisioned a new way to 
look at consistency and inconsistency, or as he termed it, variation.  Walton (1986) 
expanded on the theory of variation as subject to common causes and special causes; 
common causes are consistent and recurring, while special causes are erratic and 
unpredictable (p. 115).  Shewart recognized that managers can make two mistakes due to 
variation: 
Mistake 1.  To react to an outcome as if it came from a special cause, when 
actually it came from common causes of variation. 
Mistake 2.  To react to an outcome as if it came from common causes of 
variation when actually it came from a special cause.  (Deming 1994, p. 99) 
After World War II, the issue of quality control began to move from mainly a 
manufacturing base into the realm of business management.  The work of two men 
provided the foundation of what is today called quality management.  W. Edwards 
Deming (1986) initiated the first recognized systematic business improvement approach, 
based on societal structure rather than economic purposes.  Deming often recognized Dr. 
Joseph Juran for expanding the concept of continuous improvement by including 
planning and controlling for quality (p. 321).  Deming contended that management is 
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principally responsible for the quality within an organization.  He developed 14 points 
that spelled out his philosophy (pp. 23-24): 
  1.  Constancy of purpose 
  2.  Adopt the new philosophy 
  3.  Design quality into processes 
  4.  Minimize total cost 
  5.  Constantly improve 
  6.  Institute on the job training 
  7.  Improve leadership 
  8.  Eliminate fear in the workplace 
  9.  Eliminate workplace “silos”; workers in all areas need to collaborate 
10.  Look for defect in the system, not the workers 
11a. Do away with quotas 
11b. Abolish management by numbers and instill leadership instead 
12a. Instill pride of workmanship 
12b. Do away with merit by the numbers objective 
13.  Develop workers personally and professionally 
14.  Include everyone in striving for excellence 
Walton (1986) elaborated on Deming’s concept of consistency, or constancy of 
purpose:  a perspective that provides a business or organization with a long-range view 
and a focus on the future with concentration in four areas:  (a) innovation, (b) research 
and education, (c) continuous improvement, and (d) maintenance of resources (p. 56).  
Walton explained that Deming promoted the Shewhart Cycle, otherwise known as the 
Plan, Do, Check, Act (PDCA) cycle, as a systematic approach to solving problems.  “In 
addition to the use of the Shewhart Cycle, Dr. Deming says to accomplish the 
transformation it is vital that everyone begin to think of his or her work as having 
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satisfaction for a customer” (p. 87).  The PDCA cycle is a method by which management 
can plan what is needed to accomplish a goal or objective, do what is needed, check to 
see whether the current action is working, and act to resolve problems encountered by 
improving performance.  The process is continual; after one cycle concludes, another 
begins, based on learning that occurred in each previous cycle. 
Edmund (2008) called Joseph Juran the “architect of quality.”  On the subject of 
quality, Juran’s focus on human interactions and his position, explained Edmund, was 
that, “Essentially, all problems had one root cause: resistance to change or, as Juran 
called it, cultural resistance” (p. 22).  One of Juran’s primary contributions was the 
quality trilogy, or the correlation of planning, economics (control), and quality 
improvement.  The focal point of Juran’s model was to achieve control or stability of a 
process through the use of a variety of quality tools and techniques to promote 
“breakthrough” improvement.  Juran (1997) contended that growth and improvement 
should be perpetuated as each new enhancement is stabilized and controlled.  According 
to Seymour (1992), Juran reasoned that “the costs of achieving a specific level of quality 
could be divided into avoidable and unavoidable costs” (p. 10).  Avoidable costs are 
those expenses related to defects, and unavoidable costs are those expenses related to 
control initiatives for preventing the defects that should not have occurred in the first 
place.  Juran is also known for his idea that each person along the process line is a 
supplier and a customer; thus, he conceived the notion of internal and external customers 
(Department of Trade and Industry, 2006, p. 3). 
Armand V. Feigenbaum is recognized as the originator of total quality control. 
According to Watson (2005), he is recognized “as one of the most significant thought 
leaders in this second generation of the science of management” (p. 52).  Feigenbaum 
(1956) used the following equation to define his theory of total quality control (p. 93): 
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Control (Design + Material + Product + Process) 
÷ Costs (Inspection + Rejects) x Customer Satisfaction = 
TOTAL QUALITY CONTROL  
Feigenbaum maintained that all areas of the organization are responsible for quality and 
that quality must occur at every point in the product life cycle (Beckford, 2002, p. 85).  
Feigenbaum proposed that, to keep costs as low as possible, it is important to “make 
them [product parts] right the first time” (as cited in Beckford, 2002, p. 94).  In addition, 
Feigenbaum maintained that, for customers to remain satisfied, they must be involved in 
the process.  Watson (2005) informed Feigenbaum’s systematic ideology with the 
following tenets: 
Quality is an organization-wide process. 
Quality is what the customer says it is. 
Quality and cost are a sum, not a difference. 
Quality requires both individual and teamwork zealotry. 
Quality is a way of managing. 
Quality and innovation are mutually dependent. 
Quality is an ethic. 
Quality requires continuous improvement. 
Quality is the most cost effective, least capital intensive route to productivity. 
Quality is implemented as a total system connected to both customers and 
suppliers.  (p. 52) 
The 1970s was a decade of increased computer usage and more involvement in 
quality control than ever before.  Dr. Kaoru Ishikawa expanded the quality movement 
with his notion of company-wide quality control, emphasis on the human side of quality, 
and the Ishikawa diagram (fishbone or cause-and-effect diagram).  He developed the 
“seven basic tools of quality” that are part of the quality tool kit used by many 
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organizations today:  (a) the Pareto Chart (identifies the big problems), (b) Cause and 
Effect Diagrams (pinpoint problem causes), (c) Stratification (illustrates the manner or 
degree of the collected data), (d) Check Sheets (frequency), (e) Histograms (show 
variation in the data), (f) Scatter Charts (display relationships among data),  and 
(g) Process Control Charts (when and how to change process control variations; 
Department of Trade and Industry, 2006, p. 3).  Beckford (2002) described Ishikawa’s 
holistic quality philosophy, which emphasizes direct communication, active 
participation, and cooperation by all levels of employees (p. 95). 
Dr. Genichi Taguchi is sometimes referred to as the father of quality engineering.  
According to Taguchi, the key to quality is to design it or plan it into the product or 
service, rather than dealing with it during the building or delivery process.  As an 
engineer, Taguchi’s placed original emphasis on production process, but he later shifted 
his focus to process design.  Beckford (2002) summarized Taguchi’s contributions to 
quality as substantial but noted that Taguchi’s approach is not a systematic approach to 
quality; rather, it is a quantitative view that may be an artifact of his engineering 
background (p. 135).  “No account is taken of human variability in the measurement of 
processes.  Perhaps he regards this unsympathetically, as noise!” (p. 141). 
In the 1980s Philip B. Crosby, a Fortune 500 consultant, wrote Quality is Free, 
which shifted the quality movement from quality control to quality management.  
Watson (2005) described three of Crosby’s most important conclusions:  (a) Avoid the 
costs associated with poor quality by conforming to quality standards, (b) the standard of 
performance should be zero defects, and (c) quality is not a means to an end, but a 
progression of wisdom, knowledge and development (pp. 63-64).  Crosby (2005) 
identified 14 principles of quality improvement: 
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  1.  Management commitment 
  2.  Quality improvement team 
  3.  Quality measurement 
  4.  Cost of quality evaluation 
  5.  Quality awareness 
  6.  Corrective action 
  7.  Train all employees in quality improvement 
  8.  Supervisor training 
  9.  Zero defects day 
10.  Goal setting 
11.  Error cause removal 
12.  Recognition 
13.  Quality councils 
14.  Do it over again (pp. 62-64) 
Reed, Lemak, and Mero (2000) maintained that, while “quality gurus” have their 
unique perspectives and theories, all agree that sustainable improvement and high 
quality require four important elements:  leadership commitment, team involvement, 
employee education and training, and an organizational culture suited for change (p. 7). 
Baldrige Model 
In the early 1980s the expanding and increasingly competitive global market 
became the impetus for many U.S. business and government leaders to establish quality 
initiatives in their organizations.  The Baldrige Model has become a prevailing paradigm 
by which numerous state, local, and international quality awards are fashioned.  It is 
often noted in the literature that the Baldrige Model systematically accounts for the 
elements necessary for a business to compete against world-class organizations. 
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The Baldrige Model is a systematic management framework that, when 
implemented with process improvement tools, drives success and provides the 
organization with an advantage over competitors.  The characteristics of the Baldrige 
Model are (a) a focus on results to balance the needs of all major stakeholders with 
organizational objectives and goals, (b) business management criteria that are flexible 
and easily adapted to all types of organizations, (c) a systems perspective and focus on 
organization-wide alignment, and (d) use of diagnostic assessment to improve 
performance excellence (2011-2012 Criteria for Performance Excellence, p.55).   
M. G. Brown (2005) reported that in 1995 a major change occurred in the 
language of the Baldrige Criteria that prompted a change of focus to balancing all 
aspects of an organization, thus strengthening the rationale of the model.  Authors 
revised the wording in the Baldrige Criteria, eliminating the word quality and replacing 
it with performance (p. x).  Stankard (2002) characterized the Baldrige Model as an 
integrated performance management model and called the Baldrige Criteria the 
“genome” of a highly competitive business (p. 20).  The Baldrige Criteria have three 
purposes designed to improve and assess performance in organizations: 
First, the objective of the Criteria is to assist the organization in improving 
performance practices, capabilities, and results.  Secondly, the Criteria attempts 
to facilitate communication and sharing of best practices information among all 
United States corporations.  This sharing, normally referred to as benchmarking, 
intends to contribute the best from all types of organizations thereby enhancing 
and improving productivity of all organizations.  Lastly, the Criteria serve as a 
working tool for understanding and managing performance, guiding planning, 
and create opportunities for organizational learning.  (Brown, 2004, as cited in 
McGuire, 2006, p. 3) 
Stankard (2002) described the benefits of the Baldrige Criteria as threefold: (a) 
The award establishes a framework and rationale for high performance management 
systems; (b ) it provides a systematic approach to communicating, understanding, and 
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analyzing management methods and their results; and (c) “it elevates whole companies 
(or at least their management systems) to the status of teachers” (p. 21). 
The concept of learning organizations became popular in the 1990s, as 
businesses asked the following questions:  (a) What do we know and what more do we 
need to know? (b) How do we capture, share and leverage what we know? (c) How do 
we increase and improve what we know? and (d) What do our competitors know? 
The Baldrige suggests that the extent to which an organization can answer these 
questions determines the “maturity” of the enterprise as it capitalizes on the 
collective knowledge and experience of all internal and external stakeholders to 
solve problems, create value and gain competitive advantage.  (Marton, 1999, 
p. 44). 
D. Brown (1996) cited Senge’s The Fifth Discipline (1993 edition) to emphasize 
the complement between learning organizations and the Baldrige Model:  “It is the heart 
of the ‘learning organization’, because the impulse to generative learning is the desire to 
create something new, something that has value and meaning to people” (p. 95). 
In October 2004 legislation was signed to include the nonprofit sector in the 
Baldrige award program.  In 2006 the NIST conducted a pilot application program 
designed to train examiners in the nonprofit arena to assess a set of criteria that was 
modified to be more relevant to the nonprofit sector and to test the readiness of 
nonprofits to apply for the award.  Although nonprofits were not eligible for the award in 
2006, the organizations that applied participated in the evaluation process and received 
feedback reports based on the Baldrige Criteria.  Beginning in 2007 applications for 
nonprofits (local, state, and federal government agencies; trade associations; charitable 
organizations; social service agencies; credit unions; and professional societies) became 
eligible to apply for the prestigious award (NIST, 2005).  “Managers of nonprofits, and 
many for-profit organizations, recognize that focusing merely on financial measures will 
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not promise success; it is essential to measure other aspects of the organization’s 
performance” (Kaplan, 2001, pp. 353-354). 
Stankard (2002) summarized the ideas of Don Evans, CEO of Operations 
Management International and a MBNQA winner, that explain why business leaders 
should implement the Baldrige Criteria:  (a) The Baldrige performance excellence model 
shows how to grow business, and (b) the model helps the organization toward sustained 
growth and improvement in the face of constant change and challenges (p. xi). 
The Baldrige Model (Figure 1) is designed at the onset to encourage leaders to 
assess their organizations.  This is initially accomplished by the organization’s response 
to the model’s encompassing Organizational Profile.  The Organizational Profile is a 
survey mechanism whereby the organization identifies potential gaps in key information, 
performance requirements, and results.  The summary focuses the organization on its 
environment, characterizes the organization’s culture and internal and external 
associations, and prompts consideration of key challenges, barriers to success, and what 
the organization does well (2011-2012 Criteria for Performance Excellence, p. 11). 
The Baldrige Model consists of six business framework categories:  
(a) Leadership; (b) Strategic Planning; (c) Customer Focus; (d) Measurement, Analysis, 
and Knowledge Management; (e) Workforce Focus, and (f) Process Management.  
These categories define the system of processes and procedures.  The seventh category, 
Results, catalogs outcomes derived from the other six categories.  Responses to the 
questions involving the management criteria that address process refer to the methods 
used by the organization to respond to items addressed in Categories 1 through 6 (a 
through f above) and include four factors:  (a) approach, (b) deployment, (c) learning, 
and (d) integration.  Results focus on the outputs and outcomes described in responses to 
Category 7 and include four factors:  (a) levels, (b) trends, (c) comparisons, and  
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Figure 1. The Baldrige Criteria for Performance Excellence Framework (2011-2012 
Criteria for Performance Excellence (2011). 
 
 (d) integration (2011-2012 Criteria for Performance Excellence, p. 47).  A mature 
organization exhibits integrated processes and results.  The 2010-2011 Criteria book 
defines integration as follows: 
The term “integration” refers to the harmonization of plans, processes, informa-
tion, resource decisions, actions, results, and analyses to support key organiza-
tion-wide goals. Effective integration goes beyond alignment and is achieved 
when the individual components of a performance management system operate 
as a fully interconnected unit. (p. 58) 
On October 5, 2010, NIST held a press conference to announce that the Baldrige 
National Quality Program had changed its name to the Baldrige Performance Excellence 
Program.  According to the release, the name change was made to reflect the 
organization’s focus on performance excellence and intentional organization-wide 
quality efforts (NIST, 2010a). 
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Baldrige and Higher Education 
This section summarizes studies on the Baldrige Model as it pertains to the field 
of higher education.  Ruben (1995) stated, “The public spotlight is shining more brightly 
on higher education these days than it has in many years” (p. 1).  He offered the 
following reasons higher education was garnering critical attention: 
Dismay over rising tuition costs 
Frustration about the tight job market 
Calls for increased faculty productivity and accountability 
Accusations of inefficiency, duplication, and waste 
Industry critique regarding the poor preparation of graduates 
Charges of an imbalance between teaching and research 
Uneasiness about “political correctness,” campus safety, academic integrity, and 
“hate speech” 
Questions regarding the use of graduate teaching assistants 
Criticism of a lack of service and assistance with problems facing local 
communities, the state, the nation, and the world community.  (pp. 1-2) 
Seymour (1992) described emerging concerns regarding a lack of cohesion in the 
academy and cited an op-ed piece from the Los Angeles Times written by Dr. David 
Glidden.  Glidden, a professor of philosophy at the University of California Riverside, 
wrote the article on September 6, 1990, and titled it “A Loss of Community, and 
Education Graduates.”   
Students today see themselves as collecting credits for a degree.  Faculty see 
themselves as primarily researchers.  Administrators see themselves as regu-
lators.  It’s a triumvirate of forces driving off in different directions.  What is 
conspicuously lacking . . . is the sense of belonging to a common enterprise.  
(Glidden, 1990, as cited in Seymour, 1992, p. 31) 
Clearly, Seymour agreed with Mintzberg’s suggestion that professional bureaucracies, 
including higher education, would be the focus of accountability and external quality 
41 
 
controls because academia often fails to respond proactively to issues that are important 
to the public and the government (pp. 5-6, 31).   
Cleary (2001) noted concern regarding the considerable tension between the state 
and higher education regarding educational quality (p. 41).  He cited the issue as being 
the unique perspectives and expectations of multiple stakeholder groups (students, 
alumni, faculty, administrators, parents, oversight boards, employers, state legislatures, 
local governing bodies, accrediting associations, transfer institutions, and the general 
public), which made it difficult for academic institutions to find a common set of 
performance indicators (p. 42). 
Every college and university can produce an array of press releases describing 
new programs and activities that are different from the academic norm and break 
new ground (at least for that institution) and that talented people have designed 
for good purposes.  However, for the most part, these new activities and other 
changes are random, not systematic. . . . It is clear that most institutions lack a 
systematic framework that allows them to effectively manage change, encourage 
innovation, and obtain increasingly positive results from their efforts.  (Furst-
Bowe & Bauer, 2007, p. 6) 
Like industry, higher education uses resources, engages in transforming 
processes, and produces outcomes.  The outcomes are related to the three overarching 
functions of higher education:  education, research, and service.  The mission of these 
three functions is to effect learning.  Bowen (1977) explained that higher education 
“productive processes” transform resources (e.g., labor, land, campus buildings, 
equipment) into goods and services (instruction, research, and public service) or, in the 
case of higher education, learning.  Learning induces change in people as it expands 
their level of knowledge and transformation of the person.  A university accomplishes 
this by creating an environment conducive to effecting change.  Thus, it is the 
responsibility of higher education administrators to create a culture of change, not just to 
make decisions and react to change when it occurs.  “We need quality in higher 
education in the entire range of institutions to meet the diverse needs for continuous 
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academic and career preparation in the 21st century” (Howard-Vital, 2006, p. 71).  A 
quality-based management system and philosophy fosters change in the organization; the 
administrator should apply “profound knowledge” to educational decision making.  
“Campus administrators have not done an adequate job of working with faculty and staff 
to develop and share appropriate measures that yield information about important 
quality-causing processes” (Seymour, 1992, p. 160). 
Financial trends in higher education are becoming increasingly alarming.  
Securing financial resources has become one of the top three concerns in higher 
education because state funding for public universities is declining; there is an 
expectation that federal funding for research will fall off; operational costs in areas such 
as health care, utilities, and construction are rising rapidly; and tuition increases cannot 
continue to make up for the shortfalls in other revenue streams.  “Postsecondary 
institutions must realize that the key to their long-term survival lies beyond the size and 
growth potential of endowments.  What matters most is the development of lucrative, 
dynamic curricula” (Ensby & Mahmoodi, 1997, p. 88).  Higher education will have to 
rely less on state funding as costs grow faster than the economy; therefore, colleges and 
universities will have to increase their reliance on alternative sources of funding.  Higher 
education institutions will need to engage in strategic planning to align the funding 
priorities of the institutions with different strategies, measurable goals, and a long-range 
view of the future. 
In 1999 the AQIP was initiated to develop quality principles that would guide 
improvement efforts in higher education.  The AQIP provided two ways for colleges and 
universities to become involved:  (a) by instilling continuous improvement into the 
philosophies of accredited institutions through the accreditation process in conjunction 
with the Higher Learning Commission, or (b) by allowing nonaccredited institutions to 
43 
 
energize their continuous improvement programs, using AQIP-validated categories and 
processes.  The AQIP developed a set of principles to guide academic organizations 
toward high performance: focus, involvement, leadership, learning, people, 
collaboration, foresight, information and integrity (Higher Learning Commission, 2010a, 
2010b). 
The AQIP framework consists of nine categories:  (a) helping students, 
(b) accomplishing other distinctive objectives, (c) understanding students’ and other 
stakeholders’ needs, (d) valuing people, (e) leading and communicating, (f) supporting 
institutional operations, (g) measuring effectiveness, (h) planning continuous 
improvement, and (i) building collaborative relationships.  Within each category is a 
related group of processes to be explored for improvement opportunities. 
The AQIP Categories focus on nine systems common to all higher education 
institutions, posing a series of questions about each that ask, collectively, “Are 
we doing the right things to achieve our mission and goals?” and “Are we doing 
the things we do as well as we could?” (Higher Learning Commission, 2010, 
p. 2) 
AQIP is results oriented, it focuses on systematic processes, and it endorses continuous 
improvement for higher education institutions. 
The 2011-2012 Education Criteria for Performance Excellence booklet for the 
Baldrige Model describes education criteria as results-oriented, adaptable, grounded in 
educational concepts, using a systems approach, and encouraging methodical evaluation 
of process and results (pp. 8-9).  There are numerous assessment mechanisms and 
student learning outcomes; however, the educational criteria were developed as a 
framework for assessing performance excellence without changing the basic nature of 
the framework requirements that are essentially integrated in all enterprises.  
“Fundamentally, assessment is a strategy for evaluating the performance of an 
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organization in relation to the expectations of its constituencies, and the organization’s 
mission and vision” (Ruben, 1995, p. 24). 
Macpherson (2001) answered the question, why Baldrige?  “The performance 
excellence approach provides both the architecture—the structure—for innovation; and 
the tools to deliver innovation” (p. 5).  The Baldrige Model adds value to a performance 
excellence endeavor in that it provides the element of how to accomplish improvements 
to achieve a desired state or standard.  Through the Baldrige scoring guidelines, 
management receives feedback on how to improve and how to remove barriers to 
improvement.  This feedback may come from internal assessments or from external 
reviews. 
Baldrige and Nonprofits 
Like the for-profit sector, the key issue facing nonprofits, according to Light 
(2002), is not what it offers, but how it operates.  “No amount of government funding, 
philanthropic largesse, or program innovation will matter if the sector does not make the 
investments needed to both achieve and sustain high performance” (p. 12).  Light 
reported that factors such as the September 11, 2001, attacks on the World Trade Center 
and Pentagon, as well as economic concerns, have contributed to a significant decline in 
philanthropic giving.  To illustrate, he cited the philanthropic indices from the University 
of Indiana’s Center on Philanthropy, which indicated that charitable giving decreased on 
a 100-point scale from 91.1 in June 2001 to 83.6 in December of the same year.  In 2010 
Barton and Hall (2010) reported an 11% decrease in giving to the top 400 organizations 
that receive private donations.  Included in the Philanthropy 400 at number 94, TAMU 
saw a 9.7% decrease in donations. 
In the 10 years since 2001, issues have impacted the rate and amount of giving to 
nonprofit organizations across the spectrum.  These include factors such as aging Baby 
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Boomers, the information age, the reality that most donations are coming from a small 
percentage of active donors, environmental challenges, increasing competition for 
philanthropic dollars, and inexperienced and untrained nonprofit employees.  In addition, 
the economic downturn in recent years has resulted in donors falling short of their 
commitments or failing to make gifts at all.  When colleges and universities do not 
receive additional income from donations, the hardships that the institutions may already 
be experiencing become exacerbated due to financial cutbacks, reductions in state 
funding, declining enrollments, employee layoffs, and so forth (Masterson, 2010).  Frise 
(2004) noted that nonprofit organizations are facing problems in the areas of general 
management, program evaluation, and sustainability (p. 1). 
Light (2002) cited a work published in 2000, Making Nonprofits Work, four 
waves of change sweeping the nonprofit sector to combat these issues: (a) scientific 
management, (b) liberation movement, (c) waste management, and (d) the watchful eye 
(p. 36).  These developments, closely aligned with performance improvements in the for-
profit sector, are intended to instill a common set of management criteria to systemize 
operations, provide measures of success, and decrease abuse and mishandling of 
resources. Frise (2004) reported that, over the past 50 years, nonprofits have essentially 
ignored the “state-of-the-art management processes” utilized by for-profit enterprises 
due to an absence of a profit-making motive (p. 4).  However, he cited a 1996 study by 
Evans and Lindsay who explained that quality management philosophy transcends for-
profit organizations in the aspects of customer satisfaction, quality, continuous 
improvement, measuring outcomes, and eliminating waste (p.17). Speckbacher (2003) 
stated that nonprofits are becoming increasingly aware that they have more in common 
with for-profit business management than previously believed. 
As Drucker (1989, p. 89) put it, twenty years ago, management was a dirty word 
for those involved in nonprofit management.  It meant business, and nonprofits 
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prided themselves on being free of the taint of commercialism and above such 
sordid considerations as the bottom line.  Now most of them have learned that 
nonprofits need management even more than business does, precisely because 
they lack the discipline of the bottom line.  (p. 267) 
“The interest in quality and specifically the Baldrige Criteria continues to grow 
as evidenced by marked increases in participation levels in state and local award 
programs” (Faulkner, 2002, p. 40).  In 2006, $7 million was set aside for the NIST to 
include nonprofits in the Baldrige program; consequently, the award criteria were 
adapted to be applicable to nonprofit organizations in the same year.  Beginning in 2007, 
organizations such as charities, trade and professional associations, and government 
entities became eligible to apply for the award, which is described by Quality Magazine 
as “the highest presidential honor for quality and organizational performance 
excellence” (“Nonprofits Eligible for Baldrige,” 2006, pp. 8-9).  Today, executives and 
managers in nonprofit higher education enterprises, such as fundraising or development 
foundations, are implementing performance improvement methodologies to (a) focus 
leadership on strategic planning, deployment, and assessment; (b) assist leaders in 
meeting ethical, legal, and social obligations; (c) increase understanding of customers in 
order to design customer-driven processes aligned to customer needs and expectations; 
(d) influence leadership in selecting, analyzing, and managing data, information, and 
knowledge assets; (e) support and engage staff in performance excellence, (f) institu-
tionalize processes management, and (g) use criteria and results to drive management 
decisions, improve performance, and benchmark against competitors (Blazey, 2009). 
TAMF and TAPE 
TAMF, a private, nonprofit corporation, was created in 1953 to solicit, receive, 
invest, and disburse private gifts for TAMU.  The organization also directs university-
wide, major gift fund-raising activities and provides asset management services in 
support of educational excellence at TAMU in College Station, Texas.  In 2006 TAMF 
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applied for the TAPE, a state business excellence award program patterned after the 
Baldrige.  Like the Baldrige, the TAPE is distinguished by a set of criteria that 
establishes a framework for high-performance management systems. According to the 
2011-2012 Criteria for Performance Excellence (2010), the criteria are designed to  
help provide organizations with an integrated approach to organizational per-
formance management that results in (a) delivery of ever-improving value to 
customers and stakeholders, contributing to organizational sustainability, 
(b) improvement of overall organizational effectiveness and capabilities, and 
(c) organizational and personal learning.  (p. 49) 
TAPE is an annual recognition of eligible organizations within the state of Texas 
that excel in performance and the application of quality and customer service principles.  
The award cycle offers multiple levels of applications based on criteria appropriate for 
those organizations just beginning the quality journey, making significant achievements, 
or excelling in world-class management and achievement. 
This research study is about TAMF’s experience in utilizing the TAPE Criteria 
as a framework for assessing and improving performance excellence and in applying for 
the TAPE.  The study is also intended to inform on the efficacy of the TAPE to aid 
TAMF in producing value-added results and organizational and personal learning. 
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CHAPTER III 
METHODOLOGY 
The focus of this research study was to examine the utility of the TAPE Criteria 
as a framework for the TAMF for assessing and improving performance excellence.  The 
study also examined how the TAMF implemented the criteria as part of a management 
strategy to propel the organization toward a competitive advantage and organizational 
and personal learning.  In addition, the study observed the ways in which the employees 
of the TAMF endeavored to make sense of the Baldrige-based TAPE Criteria as they 
went through the 2007 TAPE application cycle. 
Methodology 
I chose a qualitative research study because it has aspects of diverse theoretical 
paradigms, approaches, practices, and disciplines.  Denzin and Lincoln (2005) described 
qualitative research as a field that  
sprawls between and cuts across all of the human disciplines, even including, in 
some cases, the physical sciences.  Its practitioners are variously committed to 
modern, postmodern, and post experimental sensibilities and the approaches to 
social research that these sensibilities imply.  (p. 8) 
Denzin and Lincoln also emphasized that, from the broadest perspective, four theoretical 
paradigms are related to qualitative research: (a) positivist-postpositive, (b) constructive-
interpretive, (c) Marxist, and (d) feminist-post structural (p. 22).  Each paradigm has 
associated criteria, assumptions, and specific ways of relaying data and analysis.  A 
constructivist-naturalistic paradigm was deemed to be the most appropriate model of 
inquiry for this research study.  I took a constructivist’s approach to demonstrate how the 
executives, leadership, and staff of the TAMF structured their performance improvement 
efforts by utilizing the TAPE Criteria as a consensual framework and guide.  At 
culmination, I described how individuals in the organization constructed, or made sense 
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of, the Criteria and the application experience and how they acquired personal and 
organizational learning.  As Guba and Lincoln (1985) explained, “Constructed reality is 
essentially the notion that for each individual there are multiple constructions of reality, 
thus there is no one or single true reality” (pp. 84-85). 
The study took place in a natural setting, as is consistent with naturalistic inquiry.  
I functioned as the research instrument; data collection methods included direct 
observation, interviews, and document analysis.  The research design was built upon 
tacit knowledge and was allowed to emerge and develop through grounded theory.  
Owens (1982) described the naturalist paradigm or naturalistic inquiry: 
It is the view that the real word that we encounter “out there” is such a dynamic 
system that all of the “parts” are so interrelated that one part inevitably influences 
the other parts.  To understand the reality of that world requires acceptance of 
the notion that the parts cannot be separated, bit by bit, for careful examination 
without distorting the system that one seeks to understand.  The parts must be 
examined as best is possible in the context of the whole. . . . Thus, if one seeks to 
understand the realities of human organizations and the behavior of people in 
them, the naturalistic view would hold that those organizations must be examined 
in all the rich confusion of their daily existence.  (p. 6) 
Guba and Lincoln (1985) describe 14 characteristics of naturalistic inquiry: 
Natural setting:  research is carried out in a natural setting or within the context 
of the research subject’s own environment 
Human instrument:  the researcher is the research instrument 
Utilization of tacit knowledge:  the researcher uses innate knowledge in addition 
to explicit knowledge 
Qualitative methods:  use of generally human-like activities such as looking, 
listening, talking, sorting, interpreting, etc. 
Purposive settings:  sampling is accomplished with a predetermined purpose and 
is intended to maximize information 
Inductive data analysis:  sense-making from collected data 
Grounded theory:  theory that emerges from the data that is collected as opposed 
to existing theory that exists from something already known 
Emergent design:  research design is adaptable and becomes more focused as 
insight emerges from data obtained 
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Negotiated outcomes:  to the extent possible, the researcher has an obligation to 
gain consensus from participant regarding research outcomes and interpretations; 
this is necessary to honor trustworthiness criterion 
Case study reporting mode:  the vehicle prescribed for reporting qualitative 
research studies which adheres to the axioms of qualitative research, includes 
“thick description”, and orients readers to the context of the research subject’s 
environment 
Ideographic interpretation:  interpretations of specific cases or situations 
Tentative application:  findings of qualitative research are not expressed as 
transferrable in each and every case 
Focus-determined boundaries:  depending on the type of study, one of three 
factors will guide the focus of a qualitative study: a) in research it is the problem, 
b) if an entity is being evaluated it is the evaluand, and c) if it is a policy inquiry 
it is a policy option 
Special Criteria for trustworthiness:  the Criteria include a) credibility b) 
transferability, c) dependability, and d) confirmability.  (pp. 39-43) 
The reporting mode selected for the research was a case study.  According to 
Stake (2005), “The case is a system” (p. 444).  As in any system, there are patterns and 
features within the borders that form the system and there are influences outside the 
borders that impact the system.  Stake described three forms of case study:  (a) intrinsic 
case study, which comprehensively examines the particular case or situation; 
(b) instrumental case study, in which the actual case is subordinate to another focus or 
issue and the case is used to facilitate understanding of the issue; and (c) multiple case or 
collective case study, which examines a collection of cases (p. 445).  This study is an 
instrumental case study as my interest was focused on examining the utility of the TAPE 
Criteria to the TAMF in assessing and improving performance excellence through the 
eyes of the TAMF respondents.  The case interested me because it added to my 
knowledge and experience in quality, performance excellence methodologies, the 
Baldrige Criteria, and TAPE. 
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Population 
The subject of the case study was the TAMF, a nonprofit fund-raising 
organization established to benefit scholarship and education for TAMU in College 
Station, Texas.  The population that was studied included the executives, officers, and 
staff of the TAMF, as well as the organization’s Quality Council (QC), a group of 
executives and senior managers who serve as the steering committee for the TAMF’s 
Continuous Quality Improvement (CQI) initiatives. 
The TAMF has 81 full-time employees, ranging in age from 25 to 71 years and 
including 34 males and 47 females.  Ethnically, the organization was comprised of 79 
White staff members and two African Americans.  Sixty-seven employees held college 
degrees, of which 56 were from TAMU. In addition, some employees held graduate 
degrees, including doctorates, and a range of special professional certifications, such as 
Certified Public Accountant (CPA), Certified Financial Planner (CFP), Juris Doctor 
(JD/Texas Bar License, and GRI (Graduate, REALTOR® Institute). 
Organizationally, the study included five executive officers: President/CEO, 
Senior Vice President for Development, Senior Vice President for Administration and 
Operations, Vice President and General Counsel, and Vice President and Controller.  In 
addition, there were 32 Directors of Development (development officers), 24 support 
staff, four researchers, six Information Technology staff, and approximately eight part-
time student workers. 
Instrumentation 
In describing the function of the researcher in observational research, Dwyer and 
Buckle (2009) noted a well-known concept established by Adler and Adler in 1987 that 
identifies three “membership roles”: 
(a) peripheral member researchers, who do not participate in the core activities 
of group members; (b) active member researchers, who become involved with 
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the central activities of the group without fully committing themselves to the 
members’ values and goals; and (c) complete member researchers, who are 
already members of the group or who become fully affiliated during the course of 
the research.  (p. 55) 
To facilitate the study, as the researcher I assumed the role of active member, or 
participant observer, which allowed me to take part in activities without being fully 
invested in the organization.  This perspective not only allowed me to examine the 
organization in the course of its journey through the TAPE application experience and 
beyond; it also permitted inquiry and examination of related present phenomena.  The 
study included several phases:  (a) strategy development for undertaking the TAPE 
application process; (b) member training and education; (c) team development and 
assignments; (d) writing the application; (e) refining the application; (f) submitting the 
application; and (g) follow-up.  I attended QC and other organizational and team 
meetings, including preliminary orientation, training sessions, team conferences, group 
discussions, and dialogue with team members. 
An essential component of the research framework required that I have extensive 
knowledge of the QTF, the TAPE Criteria, the TAPE application structure and 
associated procedures, and the roles of the various participants involved in the award 
process.  To acquire this expertise prior to the study, in 2004 I applied to the QTF to 
become a TAPE examiner.  Over the course of 2 years I amassed more than 300 hours of 
TAPE training; became adept with the TAPE language; associated with other TAPE 
examiners, judges and directors; participated in individual and consensus assessments 
for three for-profit TAPE applicants; participated in two site visits; and contributed as a 
feedback writer and backup team leader.  Becoming proficient with the TAPE was 
important to the research project as it afforded me a significant level of credibility and 
provided a foundation from which I developed an applicable and appropriate research 
and interview inquiry.  It also enabled me to contrast the level of maturity of the TAMF 
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organization using the TAPE Criteria as a comparative to the three for-profit TAPE 
applicants that I had examined previously. 
Another important component of the instrumentation in the research framework 
was my tacit knowledge.  Formed through years of educational coursework, business 
and life experience, and proficiency with the TAPE process and Criteria, my tacit 
knowledge served as another means by which inquiry, speculation, conceptualization, 
and learning coalesced in the study. 
Procedures 
As required in naturalistic inquiry, the study was carried out in a natural setting 
that was present focused and centered within the environment of the entity being studied:  
the TAMF.  The time-context relationship is essential, according to Guba and Lincoln 
(1985) because “no phenomenon can be understood out of relationship to the time and 
context that spawned, harbored, and supported it” (p. 189). 
It was important to impart as much rigor into the framework of the study as 
possible and to carry it out in a systematic manner, recognizing that I was the research 
instrument and lone worker in the study.  Researchers come into a study with what 
Cepeda and Martin (2005) called a “conceptual framework” (p. 851).  This refers to the 
knowledge, experience, theories, and beliefs embraced over time to form the basis of 
existing perceptions of the research subject.  By defining the conceptual framework at 
the onset of the study and modifying it throughout, at conclusion there should be 
documented evidence of the researcher’s refined understanding. 
Reflexivity is a process by which the research makes clear at the outset any 
personal preconceptions or biases. Therefore, prior to initiating interviews and collecting 
data, I engaged in reflection and journaling about suppositions and knowledge of the 
TAMF organization, management frameworks, and TAPE, as well as initial assumptions 
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based on the reviewed literature and previous experiences.  This information was 
initially set aside; however, I referred to it often and used it as a lens by which to gauge 
disparity and to assist in discovery and insights.  I chronicled changes in perceptions and 
ideas, thus documenting growth, experiences, and expanded learning.  Reflection and 
analysis were important in helping me to maintain an awareness of my role and the part 
that biases played in the research study.  By immersing in the TAMF organization and 
their TAPE application experience, I established trust with members of the organization.  
I interviewed the TAMF executives and senior leaders, team leaders, team members, and 
QC members on an individual and group basis.  I anticipated that some participants’ 
perspectives might change over time, so interviews were conducted with executives and 
team leaders early in the study before the actual team interviews, although the executive 
and team leaders were a part of the teams interviewed.  All interviews were guided by a 
list of protocol questions; however, I was free to probe related areas that emerged during 
the interviews.  The protocol questions were modified over time to focus on areas of 
importance or to disregard unproductive areas. 
Of primary importance in a naturalistic study is the aspect of trustworthiness.  
Trustworthiness, as described by Guba and Lincoln (1985), consists of four essential 
components:  (a) demonstrating the truthfulness (truth value) of the research findings, 
(b) providing a basis for applicability of the study and findings to other similar situations 
or contexts, (c) establishing how the findings can be replicated (consistency), and 
(d) maintaining objectivity (neutrality) throughout the study (p. 290).  Guba and Lincoln 
identified the following terms to replace the conventional research expressions for 
internal validity, external validity, reliability, and objectivity.  To establish 
trustworthiness in a naturalistic study, the researcher aims for credibility (in place of 
internal validity) by designing reliable criteria into the study.  A key component in 
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naturalistic research is transferability (as opposed to external validity), or the ability for 
another researcher to replicate the study instead of making context-free inferences about 
the results.  Dependability (rather than reliability) is a component of naturalistic research 
as it takes into account the ever-changing essence of nature.  Confirmability (instead of 
objectivity) places emphasis on the data rather than on the research instrument.  To meet 
these trustworthiness criteria, I engaged in activities that were recommended by Guba 
and Lincoln to make credibility more likely, such as prolonged engagement, persistent 
observation, peer debriefing, triangulation, and member checking (p. 301). 
As trustworthiness is the aspect of naturalistic research that is most often 
questioned, another method for addressing it is triangulation.  According to Stake 
(2005), triangulation is a collection of approaches that are used to verify meaning and 
replication of research (p. 454).  Guba and Lincoln (1985) emphasized the importance of 
triangulation, stating that no single part of information should be used without 
triangulating (p. 283).  The point of triangulation is to corroborate research findings and 
results as much as possible.  The variety of approaches that can be used to triangulate 
information can include using different sources, methods, investigators, or theories.  In 
this case I used multiple sources (interviews and supporting documents) and different 
methods (interviews and prolonged observation) to confirming my findings. 
Data Analysis 
Data collection was emergent and primarily took three forms:  (a) direct 
observation of settings, activities, and people; (b) analysis of documents such as official 
records, memos and letters, meeting minutes, records, and published data; and 
(c) interviews.  I was also active in varying degrees of participant observation.  For 
example, there were situations when I was strictly an external observer, situations when I 
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was involved in limited interaction/observation (i.e., intervening in meetings when called 
upon), and occasions (formal interviews) when I was a full participant. 
I audiotaped the team interviews and took notes of discussions, field visits, 
related documents, and artifacts.  I transcribed the taped interviews and combined them 
into a single transcript.  I numbered each line of the transcript and then unitized the 
transcript; that is, I separated information into the smallest units of information that 
could stand alone, given the context of discussion.  I then transferred each unitized piece 
of data to a numbered 6” x 4” index card.  Each card was coded to reference the category 
team, the date of the interview, the respondents on the team, and the line numbers of the 
response, matching back to the original transcript. 
Through inductive analysis, I created a database by segmenting the data 
according to themes that emerged from sorting the index cards.  As the themes became 
apparent and developed, I coded them categorically and then analyzed and drew 
conclusions based on identified patterns that surfaced from the data.  The objective of 
this type of methodology was to construct theory that reflected understanding of the 
phenomenon. 
To honor the value of the participants and to substantiate the credibility of the 
fieldwork, I utilized peer debriefing.  The person who participated in this endeavor is a 
colleague at TAMU who, as part of the role and scope of her position, teaches others 
how to interview and conduct focus groups.  This individual attended each team 
interview with me as a nonparticipating observer and sat in on each interview after I 
obtained consent from the team members.  At the conclusion of the interviews I 
reviewed the meetings with the peer debriefer concerning what went well procedurally 
or what might be improved for subsequent interviews.  Her expertise in this area (a) was 
important as it enabled me to improve interviewing skills, (b) was useful as it provided a 
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sounding board to discuss emerging elements and themes, and (c) helped me to hone the 
interview questions as I gathered data from each team.  Finally, a draft of the case was 
submitted to a TAMF review team and executives for member checking and to negotiate 
outcomes. 
I presented the data and conclusions in the form of a narrative, employing thick 
description to provide context and to make sense of the research data.  In constructing 
the study, I made certain choices regarding the research topic, method, scope, and 
population of the study.  Knowledge acquired from classes in Higher Education 
Administration, Designing and Managing Quality Educational Systems, Services 
Marketing and Management, training and experience as a TAPE examiner, and 17 years 
of practical experience as an administrator in auxiliary departments at TAMU 
contributed to my keen interest in service quality, quality management in higher 
education, and the Baldrige-based framework. 
The research questions were based on the seven TAPE Criteria categories and the 
framework’s approach, deployment, learning, and integration orientation to 
organizational processes, as well as a focus on empirical results and articulated 
organizational and personal learning.  Presenting the TAMF case study provided a 
glimpse into a unique example of nonprofit strategic management implementation and 
its impact on the organization and its members.  This information should be enlightening 
to other nonprofits and new knowledge in this area can be transferred to other nonprofit 
organizations seeking improved organizational performance. 
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CHAPTER IV 
ANALYSIS OF THE CASE 
The research on quality management frameworks that are used to guide 
performance excellence in nonprofits is limited.  There is also a gap vis-à-vis the utility 
of the Baldrige Criteria as a framework for performance excellence in nonprofit 
organizations.  The purpose of this research study was to determine the utility of the 
Baldrige-based TAPE Criteria as a framework for assessing and improving performance 
excellence in the nonprofit TAMF.  The study also undertook the task of describing how 
TAMF members utilized the TAPE Criteria and how they used the experience of 
applying for the TAPE to propel the organization toward improved performance and 
organizational learning.  The objective in undertaking the study was to add to the 
existing body of knowledge, particularly because in 2007 nonprofits became eligible for 
the MBNQA. 
Before describing data collection and analysis procedures, I present a context for 
the research setting and provide a “visual” of the research environment to aid in 
comprehension of the case’s complexities and because these factors relate to 
transferability.  I applied the use of thick description, which according to Guba and 
Lincoln (1985), includes detailed depiction of an identified inquiry taking place within a 
specified natural environment, as well as the interactions and processes pertinent to the 
inquiry in said environment (p. 362). 
Context 
Texas A&M University 
TAMU, the flagship institution of the Texas A&M University System (TAMUS), 
is located in College Station, Texas.  College Station. with a population of around 
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85,000, and its sister city, Bryan, form the nucleus of a geographic area that includes 
some of the state’s largest cities—Dallas/Ft. Worth, Austin, San Antonio, and 
Houston—and is a popular area for people who like the pace of smaller community 
living with easy access to large metropolitan amenities.  The area is known as the 
Research Valley, as it is located in the Brazos River Valley; it encompasses the state’s 
largest Research I Universities:  TAMU and the University of Texas in Austin. 
TAMU was formally established in 1876.  It was the first institution of higher 
education in the state of Texas and is one of only a few academic institutions in the 
country that holds federal designation as a land-grant, sea-grant, and space-grant 
university.  The school was created by the Morrill Act, which set aside public land to be 
donated to the states as a means of funding higher education, with a focus on agriculture 
and mechanical teaching, as well as instruction in military maneuvers.  In 1871 the 
Agricultural and Mechanical College (AMC) of Texas was situated on 2,416 acres near 
Bryan, Texas, in Brazos County.  Today, the institution encompasses a physical plant of 
more than 5,000 acres.  Instruction began in 1876 to a student population limited to 
males, who were required to take part in military training, thus forming the institution’s 
Corps of Cadets.  The University of Texas was founded in 1883, sparking a rivalry 
between the state’s two flagship universities that continues today.  Both schools were 
incorporated into what was named the University of Texas System, although AMC 
maintained a separate governing board and never conceded to being part of the 
University of Texas System.  In the late 1880s there was a movement to close AMC 
because some felt that there was no need for two colleges in the state.  Thanks to the 
efforts of its celebrated president, Lawrence Sullivan Ross, the institution carried on.  A 
former Governor of Texas, Ross remained president of the college until his death in 
1898.  His tenure as president was highly regarded as many of the school’s enduring 
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traditions were established during his administration, such as the senior Aggie Ring and 
Silver Taps, a ceremony that takes place each month during the fall and spring semesters 
to remember and honor current students, or “Aggies,” who passed away during the 
previous month. 
In the early to mid-1960s the Texas State Legislature formally changed the 
university’s name from Agricultural and Mechanical College of Texas to TAMU, and 
two other major changes rocked the institution when participation in the Corps of Cadets 
became optional instead of compulsory and women were allowed to enroll (Dethloff, 
n.d.).  Historian Henry Dethloff (n.d.) substantiated the strength of the military influence 
at the university by pointing out that Aggies have served and fought in all wars since the 
Spanish-American War; TAMU has commissioned more military officers than any other 
institution.  Former Commandant of the Corps of Cadets, Major General T. M. “Ted” 
Hopgood (2007), wrote an editorial for The Bryan Eagle on the occasion of the 
university’s 125th anniversary:  
We’re justly proud of our cadets’ military accomplishments. Aggies have fought 
in all of America’s conflicts since the Spanish-American War.  Seven former 
cadets have received the Medal of Honor and 225 have become generals or 
admirals. . . . I believe the Corps of Cadets offers an outstanding opportunity for 
any young man or woman who wants more from college than just a degree. 
When they join our Corps, they’re signing up for a 4-year leadership laboratory 
that will equip them to succeed on the battlefield or in the boardroom. Cadets 
first learn “followership,” time management, and self-discipline through a 
rigorous and demanding freshman year. Living in cadet units, they learn to work 
as a team to achieve stated goals and objectives. Aggie cadets are required to 
adhere to a strict code of honor and a “no excuses” ethic of personal 
accountability.  (para. 5-9) 
Today, the Corps of Cadets remains a major influence on the TAMU culture, 
with a membership of approximately 2,000 men and women.  The military influence is 
significantly evident in the university’s articulated core values of loyalty, leadership, 
selfless service, respect, integrity, and excellence. The admission of women, albeit not 
without trials and tribulations, sent enrollment soaring and signified another major 
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influence on the TAMU environment.  In fall 2006, the year in which the data for this 
report were collected, TAMU boasted a student enrollment of 45,380.  In 2011, the 
university continues its steady growth, with more than 50,000 students and a physical 
plant of more than 5,200 acres, making TAMU one of the largest public universities in 
the nation.  Contributing to its stature in the academic community, TAMU boasts an 
endowment in the billions, ranks in the top 10 universities in National Merit Scholar 
enrollment, and places second in the country for graduates whom recruiters hire, 
according to a survey of top employers reported by the Wall Street Journal (TAMF, 
2010). 
Texas A&M Foundation 
The TAMF is located in the attractive and distinguished Hagler Center, which is 
situated on the southwest corner of the main TAMU campus in College Station, Texas.  
The TAMF’s building is adjacent to the Bright Athletic Complex and has a bird’s eye 
view of the commanding 90,000-plus-seat Kyle Field football stadium.  The Hagler 
Center and the Clayton Williams Alumni Building, home of The Association of Former 
Students, another fundraising arm for TAMU, stand as sentries at this entrance to the 
campus, which has no official “front gate.”  In 2006 the TAMF was enjoying its 7th year 
in this location, having consolidated its business units under one roof after having been 
housed in multiple locations in Bryan/College Station for several years. 
The TAMF was established in 1953 by a small group of alumni with a modest 
initial investment to provide fundraising assistance for TAMU.  After more than 50 
years of fundraising, the TAMF is managing more than $1 billion in assets.  The TAMF 
website proudly informs, “The lesson:  There’s nothing Aggie spirit and know-how can’t 
do.  It was Aggie spirit that spawned the original Foundation gifts, and Aggie spirit—our 
donors’ and our employees’—that keeps our assets growing” (TAMF, 2010, para. 2). 
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The mission of the TAMF is explained by the organization’s two key value 
creation processes:  fundraising and asset management.  The TAMF defines fundraising 
as the interactions and processes involved in matching donors and their contributions 
with university needs.  This includes current funds (endowment and pass-through gifts in 
the form of cash, securities, real estate, etc.) and planned or deferred gifts (bequests, 
trusts, annuities, IRAs, life insurance, etc.).  Asset management is described as 
encompassing three main areas:  (a) investment of endowed funds to generate earnings 
in support of TAMU goals and to increase principal to offset inflation; (b) management 
of non-liquid assets, including real estate and other property and non-endowed funds; 
and (c) operating a wholly owned subsidiary trust company. 
Review of Grider Study 
The TAMF began its excellence journey in the early 1990s when the current 
President and CEO, Dr. Eddie Joe Davis, introduced a shift in managerial philosophy 
from a traditional organizational management model to CQI.  While TAMF was 
recognized at the time as a leading university fundraising organization, the leadership 
under Davis envisioned an organization that would move toward ever-higher levels of 
success and improvement (Grider, 1996). 
Grider’s 1996 dissertation study, The Implementation of Continuous Quality 
Improvement in the Texas A&M Development Foundation, portrayed the organization 
prior to Davis’s arrival as bureaucratic and reflective of the “historic militaristic nature 
of TAMU.”    
The institution was structured with distinct organizational levels, relatively rigid 
role definitions, and centralized decision making processes.  Policies and deci-
sions typically were made at the upper levels of the organization and carried out 
by those at the lower levels of the organization.  (p. 85) 
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Grider explained that the working relationship between the two major divisions, asset 
management and fundraising, was dysfunctional due to territorialism and operational 
silos. 
Davis joined the TAMF in September 1993, coming from the position of Deputy 
Chancellor of the TAMUS.  Grider described Davis’s leadership style as even tempered, 
flexible, and easy to talk with, while his management approach was strategic, thoughtful, 
and inclusive.  Grider reported that Davis had been introduced to quality principles while 
serving in the Army Reserve; while the concepts struck a chord with Davis, he felt that 
they could not be implemented in just any organization but would require one that was 
relatively free of turmoil and confusion.  Grider wrote that the new president found a 
suitable environment at the TAMF, explaining that Davis  
“saw an organization with a clear mission, independent enough from politics to 
set its own direction, a high quality set of people, a relatively small number of 
people, and . . . nice functional lines so you could pick out the pieces to work 
on.”  (Davis, as cited in Grider, 1996, p. 92) 
It was with this philosophy and outlook that by which Davis ushered the era of CQI into 
the TAMF. 
To formally introduce the CQI initiative, Davis brought in Dr. Bryan Cole, a 
professor of Higher Education Administration at TAMU, who is highly regarded in the 
area of CQI.  Grider (1996) explained that Cole’s first order of business was to propose 
the formation of a QC, a representative group of organizational leaders and staff 
members to advise and shepherd the CQI initiative.  Cole also took the organization 
through a series of exercises to affirm the TAMF mission, vision, role, and scope, and to 
identify its key processes:  those processes that were “essential to pursuing or monitoring 
a desired outcome” (2011-2012 Criteria for Performance Excellence, p. 59)  Grider 
stated that Cole facilitated creation of process improvement teams, emphasized the 
importance of shared focus, and trained the organization on continuous improvement 
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methodology and the use of quality tools.  Grider explained that the purpose of his 
research with the TAMF was to study the implementation of CQI, what the individuals 
involved made of the shift to the CQI paradigm, and the changes that occurred as a result 
of the move to the new management model.  At the conclusion of the 18-month inquiry, 
Grider reached the following conclusions: 
The initial impact of CQI on organization culture and processes is positive. 
The CQI methodology guides teams to key process areas requiring improvement. 
One of the most valuable attributes of CQI is its facilitation of shared 
understanding and collaboration across organizational and institutional lines. 
Selection of team members has a significant impact on CQI methodology, both 
regarding the interaction of team members and the comprehensiveness of process 
improvements and team products. 
Though it encompasses a unique methodology that fosters teamwork, CQI 
(similar to other teamwork approaches) is not a short-term panacea for deeply 
entrenched conflicts between organizational members. 
The CQI methodology is implemented more easily, but not necessarily more 
effectively, into linear processes compared to nonlinear (or nonexistent) 
processes. 
Within this study, constructivist inquiry captured the most important nuances of 
human experience, and paralleled and complemented many tenets of CQI theory.  
(Grider, 1996, pp. 207-209) 
In 2006 the TAMF celebrated the conclusion of their “One Spirit, One Vision” 
fundraising campaign, having surpassed their goal of $1.5 billion (TAMF, 2007b).  At 
that time the organization also reached its objective of accumulating $1 billion in total 
assets; for fiscal year 2006 they were pleased to have contributed $42.8 million to 
TAMU (TAMF, 2006).  The organization boasted a Top 10 rating in their fundraising 
performance in the years leading up to 2006, as indicated in Table 1, which displays 
comparative giving results for the 10 highest-performing University Foundation 
Financial Officers (UFFO) institutions in FY 2003, 2004, and 2005, as taken from 
annual reports submitted to the Council for Aid to Education (CAE).  The CAE  
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Table 1 
 
Highest-Performing University Foundation Financial Officers (UFFO) Comparative 
Giving Fundraising Institutions 
  
 
UFFO Top 10 2003  2004  2005 
  foundations position 2003 ($) position 2004 ($) position 2005 ($) 
  
U of Wisconsin- 
Madison 1 268,914,546 1 260,976,384 1 595,215,891 
Indiana U 2 249,988,250 2 248,458,068 2 301,060,946 
U of Minnesota 3 244,851,272 3 245,682,841 3 265,498,507 
Purdue U 7 103,444,991 4 166,341,791 4 183,672,193 
Texas A&M U 6 142,310,178 7 103,540,061 5 144,482,782 
Penn State U 5 181,314,385 5 148,463,526 6 127,196,367 
U of Arizona 4 185,314 8 101,050,120 7 121,056,869 
U of Oklahoma 11 87,614,265 9 98,252,292 8 115,324,695 
U of Kansas 12 86,056,710 10 90,170,260 9 111,413,835 
U of Iowa 14 47,364,799 12 85,979,856 10 100,012,966 
  
 
Source: Texas A&M Foundation Application for the Texas Aware for Performance 
Excellence (Figure 7.3: UFFO Comparative Giving (Relative Market Share), 2007a, by 
Texas A&M Foundation, College Station, TX: Author. 
 
describes itself as the first organization in the United States to provide regular statistical 
analyses of private giving to higher education on a national basis (CAE, n.d.). 
TAPE Application 
The TAMF was still practicing CQI in 2006 and they had reason to be proud of 
their accomplishments.  The leadership remained committed to moving the organization 
forward and to maintaining ever-improving performance; thus, they set out to apply for 
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the 2007 TAPE.  It was through the TAPE application process that I gained entry the 
TAMF. 
By means of negotiation with the president of the TAMF and their CQI and 
TAPE facilitator, Dr. Bryan Cole, I agreed to write the first draft of their TAPE 
application.  In exchange, I was allowed access to the TAMF organization and 
environment to interview the TAPE teams, review documents and other artifacts, and 
observe the members as they engaged in the application process.  The arrangement 
enabled me to build trust with members of the TAMF organization and community.  
Fortunately, I found the TAMF staff members to be friendly and welcoming, which is 
not surprising, as many of the staff members had close personal ties to TAMU (56 of the 
67 degreed staff members received their degrees from the university), an institution 
known for its friendliness and hospitality. 
In early summer 2005 Dr. Cole and I assisted the TAMF CEO and Senior Vice 
President, in developing an application strategy and timeline (Appendix A).  The process 
is complicated and time consuming for many people in any organization.  The TAMF 
application process lasted 16 months and engaged more than half of the employees in the 
organization, as well as three external facilitators.  Participants committed to 36 hours to 
training, scores of hours to team meetings, and hundreds of hours of writing, in addition 
to handling regular job responsibilities. 
In July 2005 the TAMF leadership gave the QC an overview of the TAPE.  
Shortly thereafter, they formally initiated the TAPE application process with the staff 
when a senior executive sent the following message to all participants, announcing the 
inception of the application and setting the tone for the initiative: 
All of you have been chosen as key participants in this important foundation 
project which will continue over the next two years.  Our next meeting will be 
held on Monday, August 22, 2005 from 8:30 am to 4:30 pm in the Kennedy 
Room.  The purposes of this meeting will be to provide everyone with an over-
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view of the project and to begin work on completing the five page organizational 
profile which is the cornerstone of this project. I will put a copy of related 
material in your mail box.  Please pick the material up this week and be familiar 
with it by the time of the meeting.  The following have been selected as team 
leaders and we will explain more about this responsibility at the upcoming meet-
ing. Dr. Bryan Cole and Sherry Wine will join us. . . . Please plan to attend this 
meeting.  It is very important that we get started in the correct manner with full 
participation.  (Email message to TAMF TAPE participants, August 8, 2005) 
After the first organizational meeting, the TAMF’s head of marketing, with the 
assistance of the executives and QC, developed an Organizational Profile, which is the 
first step in completing the application.  Internally, the Organizational Profile makes it 
possible for the institution to identify, articulate, and assess key factors that impact its 
performance, including the organizational environment, inner and peripheral 
organizational relationships, the competitive environment, strategic challenges, and the 
methods that the organization has used to improve performance.  Externally, TAPE 
examiners and judges use the Organizational Profile to get a picture of the organization 
and to understand its processes, procedures, and culture.  The Organizational Profile 
essentially affords a high-level view of the organization and recognizes important key 
factors in each of the seven TAPE Criteria categories. 
In September, 2 months later, the 34 TAMF staff members who were chosen to 
participate in the application process attended a teambuilding workshop facilitated by 
Dr. Cole, with my assistance.  The purpose of the workshop was to explain the reasons 
for establishing the teams as they were configured and to provide an opportunity to 
develop synergy between/among the people who would be working on the seven 
category teams.  The workshop was held in the Galloway Room on the garden level of 
the Hagler Center.  The spacious well-lit meeting room contained six round tables with a 
lone rectangular table and large rolling A-frame easel set up at the front of the room.  A 
smaller tripod easel was set adjacent to each table, indicating that there would be 
exercises and small group activities as part of the session.  The participants were seated 
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at tables according to their team assignments.  There were six teams, each representing 
one of the following six TAPE categories:  (a) Leadership; (b) Strategic Planning; 
(c) Customer and Market Focus; (d) Measurement, Analysis, and Knowledge 
Management; (e) Workforce Focus; and (f) Process Management.  The seventh team, for 
the Results category, was comprised of the six team leaders and the organization’s 
executive staff.  Heeding one of the key findings in the Grider study, the organization’s 
leadership configured the teams with staff members chosen for their knowledge, skills, 
and expertise in the category topics, and they strategically selected team leads.  TAMF 
executives were intentionally placed on Team 1 (Leadership), Team 2 (Strategic 
Planning), and Team 7 (Results) in conjunction with their roles in the organization and 
subject area expertise.  Each team included a variety of staff positions to gain 
representative viewpoints and input from multiple areas.  For example, Team 1 
(Leadership) was made up of the five TAMF senior executives and an administrative 
assistant.  The same individuals participated on Team 2 (Strategic Planning).  Team 3 
(Customer and Market Focus) included the head of the marketing unit, the director in 
charge of  donor relations, an administrative assistant, and two Development Officers 
who were assigned to the larger university colleges.  Team 4, Measurement, Analysis, 
and Knowledge Management, was made up of the head of the TAMF Information 
Systems (IS) unit, the organization’s chief data researcher, representatives from the gift 
processing and asset management areas, and a Development Officer.  Team 5 
(Workforce Focus) included the institution’s legal counsel, the Human Resources 
director, two Development Officers who had come to the TAMF from different 
industries, and two additional staff members; and Team 6 (Process Management) was 
composed of persons directly involved in business processes across the institution.  
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Team 7 (Results) included the team leaders for the other six teams and the executive 
staff. 
Reflecting on the team makeup and organization, it was apparent that the TAMF 
leadership had been thoughtful and intentional about forming the teams.  The 
representation appeared to reflect all work areas across the organization and the teams 
apparently represented most of the staff levels and ranks as they included individuals 
who were at the supervisor level and above.  Front line staff could have been included to 
make the representation more reflective of the entire TAMF, but when I inquired, I was 
informed that such an arrangement would have presented a hardship to carry out daily 
business operations if more people had been included.  Another aspect of the teams that 
stood out was the inclusion of several Development Officers.  Development Officers are 
key professional staff positions in the TAMF who provide one-on-one personal contact 
with current and potential donors.  They spend a large number of hours identifying 
donors’ interests and preferences and linking them with giving opportunities for the 
various TAMU colleges, divisions, and programs. Development Officers are discussed 
later in the study. 
During the next month Dr. Cole and I engaged in an intensive 2-day work session 
with the TAPE teams, meeting with the teams individually for in-depth reviews of their 
categories.  Some participants, who had previously participated in the TAMF’s TAPE 
Level 2 self-assessment, did not appear to be anxious about the Level 3 application 
process; however, as we delved further into the application booklet, a significant number 
of the participants began to express confusion and frustration over the TAPE application 
language.  At one point during the workshop I made the following notation:  “They are 
very frustrated with the ‘how’ questions” (S. Wine notes, TAPE Workshop, October 19, 
2006).  This referred to Criteria requirements that ask the applicant to describe business 
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methods and measures, the extent to which they are employed across the organization, 
new knowledge or skills attained, and the level of alignment and synchronization 
between plans and decisions with the organizational goals (2011-2012 Criteria for 
Performance Excellence, p. 59). 
After the workshops in October, the teams met as often as their work calendars 
allowed over the next 11 months to complete the category portions of the TAPE 
application.  During this period the team leads made regular reports of progress to the 
QC.  The TAMF was meticulous in adhering to the carefully laid out timeline because 
they were moving into a major new fundraising effort that featured a sophisticated new 
marketing campaign.  As application data and information were gathered and assimilated 
by the teams, they gave them to me to be incorporated it into a first draft of the 50-page 
TAPE application.  I met often with the teams, some teams more often than others, to 
answer questions related to the Criteria and occasionally to offer moral support, and I 
conferred frequently with the TAMF head of marketing and senior vice president to 
verify facts, dates, names, titles, and so forth. 
In June 2006 the TAMF leadership enlisted assistance of an additional facilitator 
with expertise as a TAPE examiner and judge who is hereinafter referred to as “Betty.”  
Betty was a dark-haired, middle-age woman of medium stature.  Her unassuming 
physical appearance belied the fact that she was a take-charge dynamo with a friendly, 
positive, and engaging personality.  It seemed that Betty had an endless amount of 
energy and stamina, and she was clearly learned in the TAPE application process.  In the 
few months during which she was involved in the TAMF process she advised the 
organization’s leaders on what judges would expect to see in charts, tables, and diagrams 
and how the application should be organized and structured, and she assisted team 
members with interpretation of the Criteria category questions.  She also reviewed the 
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draft of the application that I had developed and offered insights for improving 
readability of the document; she met with team leads and executives individually over a 
hectic and intense 2-day period in September; and she redesigned charts and graphs, 
edited the final draft, and submitted the completed application to Quality Texas by the 
November 2006 deadline for the 2007 award cycle. 
Other Context Factors 
 “Careful reflection on the emotional framing of the interview is an important 
part of good interviewing” (Ezzy, 2010, p. 169).  Thus, I set aside time during the 
research study for self-reflection and journaling to document my perceptions and 
presumptions.  The TAMF environment was very different from the environment in my 
workplace; thus, reflexive activities helped me to maintain a practical perspective during 
the course of the research study.  I was particularly sensitive to organizational 
characteristics that seemed dissimilar, for example, the TAMF’s highly professional yet 
family-like atmosphere. 
It was another beautiful fall afternoon.  I arrived at the TAMF 18 minutes early 
for my interview with one of the team leads so I waited at the reception desk 
visiting with the receptionist.  She is so friendly and always seems so happy.  She 
told me about the Thanksgiving lunch they had today and how much food there 
was and how good it was.  This is another example of the “family” culture 
fostered by the TAMF leaders.  The team lead came to get me at precisely 1:30 
p.m.  I was struck that she is always punctual.  (Journal, November 20, 2006) 
Another personal reflection touched on the voluntary collaboration that I 
observed at the TAMF.  This aspect of the TAMF work environment was not apparent in 
my own work environment. 
I love the sense of camaraderie and cooperation among the people at the TAMF.  
They all seem to appreciate each other and to understand the importance of the 
role each person plays in the organization.  How refreshing to see such positive 
attitudes. How refreshing to spend time in such an environment!  (Journal, 
December 15, 2006) 
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At this juncture it is important to note what I was experiencing professionally in 
my workplace at TAMU.  The university was undergoing changes at the executive level 
that subsequently led to leadership changes at the division levels.  The unit of which I 
was department head had recently been moved from the Division of Finance into the 
Division of Student Affairs.  After just a few days of being in the new division, I was 
informed that my department would be merged with two others and that the Vice 
President for Student Affairs would advertise for a director for the new organization.  I 
was experiencing a high level of anxiety and frustration, and frankly fear, that I might 
lose my job or at the very least lose the standing that I had earned over nearly two 
decades.  It seemed that every day was bringing a new announcement that would rock 
my world.  (I include this information to describe my state of mind during the time I was 
working with the TAMF on the TAPE application.  It is relevant information as it 
pertains to preconceived ideas or bias that I might disclose.) 
Another factor that played part in the study is recursivity, which refers to the 
process of the study changing course as a result of insights gained from revisiting 
findings and editing the report.  Anderson and Rubenstein (2005) explained, 
“Recursivity may also occur in the course of writing after returning from the field . . . . 
recursivity is made possible by the detachment that comes from distance in time, space, 
and mind (achieved through the process of academic writing)” (p. 35).  Thus, after being 
distanced from the study over time, frequently revisiting the data collected, and through 
the process of writing the research report, the direction of my analysis somewhat 
changed course to include additional considerations and comparison of my findings to 
those summarized in the 1996 Grider study.  As Smith (2006) stated, “Writing is not just 
a ‘mopping up’ activity at the end of the research project; it should also be a way of 
knowing—a method of discovery and analysis” (p. 209).  I was able to offer additional 
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insights by including text about my findings as compared to Grider’s earlier work with 
the TAMF. 
The Interviews 
At the conclusion of the application process I engaged in interviews with the 
seven TAPE Criteria teams to balance the practical and procedural aspects of the study.  
The use of interviews in research can take two forms, overt or covert, depending on 
whether the respondent knows that he or she is being interviewed (Guba & Lincoln, 
1985, p. 269).  In this inquiry the team members were fully informed that I was working 
on a research project and how I intended to use the data collected in the interviews.  
According to Isaac and Michael (1997), interviews have advantages and disadvantages 
over other forms of data-gathering techniques, such as questionnaires.  Some of the 
advantages that interviews provide are (a) greater depth of information, (b) exploration 
of issues to greater detail, (c) affinity with respondents, and (d) ability to check for 
understanding and accuracy (p. 145).  In contrast, interviews provide disadvantages in 
that they may be (a) inconvenient, (b) slow and long, (c) exposed to researcher 
subjectivity and bias, and (d) handled by unskilled interviewers.  To address these 
factors I organized the interview process in the following way: 
 I designed an interview calendar with the assistance of the executive assistant 
and head of marketing. 
 I contacted team leads, who assisted in scheduling meetings at the 
convenience of team members and their work schedules. 
 I developed a list of interview protocols that included purpose of the research 
inquiry, explanation of the interview, what would happen with the collected 
data, informed consent for respondent participation, and assurance of 
anonymity. 
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 I created a list of interview questions to focus the meetings (Appendix B). 
 I included a peer debriefer in the meetings to help me collect information and 
improve the process for subsequent interviews. 
 I held all interviews at the Hagler Center to accommodate the team members. 
Initial team meetings were held in a meeting room on the garden level of the 
Hagler building.  The interview room was well furnished and comfortable but it was 
small, there were no windows, and with the door shut for privacy it was slightly 
claustrophobic.  Later interviews were held in either the executive conference room or a 
conference room with glass walls, on the second floor of the building.  I was more 
comfortable in these rooms, which were larger and more open.  I found the later 
interviews to be more relaxed and the participants more candid, although all team 
members appeared to be sincere as they engaged in the discussion. 
The protocols for the interviews included describing the features of the project 
and giving the team members an information sheet about the research study, asking each 
person to sign an informed consent form stating that they had agreed to be interviewed, 
and reviewing interview procedures.  I incorporated an explanation of my role as the 
researcher, the role of my peer debriefer, and the purpose and use of audiotaping of the 
proceedings.  It was important to describe the use of the audio tapes to put the 
participants at ease.  I assured them that I would be discreet in my use of the tapes, 
informed them about who had access to the tape recordings and where and how I would 
store, secure, and dispose of the tapes at the conclusion of the research project.  All 
participants willingly signed the consent forms and appeared to be unconcerned about 
the taping of the interviews. 
To facilitate a smooth flow of conversation, I prepared a list of specific questions 
for the interviews to channel the conversation toward the foci of the study.  In the course 
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of the interviews I allowed the conversation to flow as additional subjects or concerns 
emerged to delve into feelings and behaviors. 
Examination of the Data 
Establishing focus in the interviews was important for two reasons:  It created 
boundaries and determined “inclusion-exclusion criteria” for new information that 
emerged (Guba & Lincoln, 1985, p. 228).  With this in mind, I developed four questions 
aimed at the purpose of the study, which was to determine the utility of the TAPE 
Criteria as a framework for assessing and improving performance excellence in the 
TAMF.  I intended the initial focus question (Question 1) to cover broadly the scope to 
which the TAMF members felt that the TAPE Criteria served as an effective framework 
for assessing and improving performance excellence for the TAMF.  Subsequent 
questions became narrower and more focused.  Thus, the next vein of inquiry (Question 
2) was designed to establish the extent to which the participants felt that the Criteria 
influenced the leadership deployment of the seven categories across the organization.  
The purpose of the question was to learn how they fundamentally utilized the TAPE 
Criteria.  Question 3 was designed to explore how the TAMF leaders used the TAPE 
Criteria to identify and align organizational and personal learning with the TAMF 
strategic priorities.  In other words, the question sought to determine the degree to which 
the TAPE Criteria influenced the organization’s leaders in creating an environment in 
which planning, decision making, and acquiring new knowledge and skills were linked 
with the organization’s strategic priorities.  Question 4 was designed to determine the 
extent to which the TAMF members had accepted the TAPE framework as a strategy for 
assessing and improving their performance.  I anticipated that this question would 
provide additional explanation and insight as to why some individuals readily embraced 
using the TAPE Criteria and others were more reluctant to accept it. 
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Questions were added and asked as new veins of inquiry emerged relative to each 
category and team.  At the end of the interviews I reviewed salient points that had 
emerged during the discussion with my peer debriefer, who was also working on a 
TAPE-based research project.  After the last interview I aggregated and analyzed the 
data and organized it into a matrix depicting two themes—organization strengths and 
opportunities for improvement—as related to the 17 process and results items in the 
seven TAPE Criteria categories (Appendix C).  I began to formulate and build a point of 
view by examining the data according to the two themes.  To establish credibility I 
triangulated the findings by presenting the matrix to the TAMF executives and QC for 
review and input.  Following are summaries of team members’ responses to the 
interview questions with direct quotes as they relate to the respective research question. 
Research Question 1  
Research question 1 asked, To what extent did the TAPE Criteria serve as an 
effective framework for assessing and improving performance excellence for the TAMF? 
I framed this question to cover broadly the capacity to which the TAPE Criteria 
served as an effective framework for assessing and improving performance excellence 
for the TAMF.  A significant aspect of the TAPE Criteria is that they afford an 
organization with a performance assessment and improvement framework from a 
systemic perspective.  The TAPE Criteria performance excellence system is comprised 
of seven categories:  (a) leadership; (b) strategic planning; (c) customer and market 
focus; (d) measurement, analysis, and knowledge management; (e) workforce focus, 
(f) process management, and (g) business results.  Each category methodically focuses 
on a number of items that target specific areas of business performance.  The 2011-2012 
Criteria for Performance Excellence describes a performance system as being comprised 
of two triads:  the leadership triad and the results triad.  The leadership triad is made up 
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of the leadership, strategic planning, and customer and market focus categories, while 
the results triad includes workforce focus, process management, and business results.  
Undergirding both triads is the organization’s approach to measurement, analysis, and 
knowledge management (p. 1).  According to the Criteria, the categories that emphasize 
leadership are clustered to highlight the need for the organization’s leadership to set the 
strategic direction of the company and to identify and target the appropriate customer 
base (p. 1).  The results triad is made up of the performance categories that include an 
organization’s workforce and business processes that should align with its results. 
Leonard and McGuire (2007) stated that the purpose of the Criteria is threefold:  
(a) to improve an organization’s processes, procedures, potential, and outcomes; (b) to 
enhance and encourage sharing of best practices between organizations; and (c) to 
provide management with a framework for planning and running the business and to 
create intentional opportunities for organizational learning (pp. 4-5).  Leonard and 
McGuire also suggested that, fundamentally, the Criteria advances change; “During a 
time of great change, such as an organization deciding to implement the Criteria, strong 
and confident leadership is critical” (p. 53). 
At the beginning of each interview I wanted to get a feeling for the character of 
the group, so I asked people to introduce themselves and to explain their role in the 
TAMF.  I asked one or two follow-up questions to probe and get the participants 
comfortable with the interview environment.  For example, with the Leadership team I 
asked each person to describe how he or she came to be in a leadership position in the 
organization.  I learned that all but one of the Leadership team members were former 
students at TAMU.  They all came to TAMF with finance-focused backgrounds that ran 
the gamut from accounting to auditing to higher education campaign fundraising.  The 
officer with the shortest tenure at the TAMF had been there for more than 13 years, and 
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in a matter-of-fact manner, he commented on the 100-plus years of experience 
represented in the group. 
Just an observation—and I made this with the Board of Trustees—that I am the 
youngest of the group in terms of tenure, 13 plus years. . . . In an organization 
these days, how many places can you go and find an executive team with that 
many years of experience?  It is probably more typical of foundation environ-
ments, and it’s a very positive thing. (1/F&3M/CTL/1&2/P1/M1D/11/29/06) 
This type of conversation was helpful as it gave me additional insights about the 
individuals. 
Next I found an appropriate segue to the first protocol question regarding the 
extent to which they believed that the TAPE Criteria served as an effective methodology 
for assessing and improving performance at the TAMF.  Responses from the members of 
the Leadership team generally indicated that the TAPE was geared more toward for-
profit organizations than toward nonprofits but provided structure to the process of 
assessing the organization.  They mentioned numerous times that the TAMF had been 
engaged in continuous quality improvement for more than 10 years and overall the APE 
application had been “a very good exercise” for the organization.  This comment 
illustrates the sentiment: 
I have to go back and do the question again, I get so wound around the TAPE 
question, I don’t think it so much influenced this group, the criteria, . . . I think 
what we did, we took our existing resources and shaped them to organize and 
examine and analyze the elements of TAPE to find strengths, weaknesses, 
opportunities for improvement, etc. and the outcome of that work that then 
defines where are you pretty good, where are places you need to work on, . . . 
that will influence the leadership team . . . doing the pick-and-shovel work to pull 
that out, we were just filling in the blanks.  (I/F&3M/CTL/1&2/P9/M1D/ 
11/29/06) 
The consensus among all TAPE team participants was that the TAPE language 
was difficult.  This Leadership team member described the difficulty:  “The language is 
awful, and very unworkable, nonsensical and I have no use for the language” 
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(1/F&3M/CTL/1&2/P2/F1L/11/29/06).  All Leadership team members agreed with that 
statement and the general outlook was summarized by this comment:   
This is not an extract [sic] for Quality Texas, but if organizations manage to the 
Criteria in order to figure out how to fill out an application they will fall behind, 
it’s stifling . . . and that’s okay . . . we’ve learned a lot and we’ve gained a lot.  
(1/F&3M/CTL/1&2/P3/M1D/11/29/06) 
Several team members understood that the TAPE framework was a way to do business 
on a continuing basis but they did not indicate that it would be a new way of doing 
business for the TAMF.   
We bought into the belief years ago . . . , we want to be one of the best at what 
we do. . . . We have developed a passion for excellence. . . . Doing something 
like this to evaluate what we do and to improve is consistent with what we’ve 
done for years.  (I/F&3M/CTL/1&2/P9/M1J/11/29/06) 
After I went through the introductory process with the Customer and Market 
Focus team (Team 3), I asked the same question regarding the extent to which they felt 
that the TAPE Criteria was an effective methodology for assessing and improving 
performance at the TAMF.  Team 3 members quickly picked up the point of the inquiry 
and one team member responded with a sense of new discovery. 
When we first started the TAPE process, I think the consensus of at least 90% of 
the people was, “Oh, my gosh, I’m not going to have time for this, and this is 
going to take up too much of my time that I need to be working on things other 
than this particular project, and the Foundation is doing really great, so why do 
we have to do this?”  It was a sore spot for a while.  I admit I was in that little 
group. . . . As we progressed, as good as we are, I realized every organization has 
weaknesses, not that they are blinding weaknesses, but you really need to capture 
and find a better way to handle them.  (I/3F&3M/CTL/3/P2/F1D/12/08/06) 
The tenor of Team 3 was very different from that of Leadership team.  This 
group’s responses tended to focus more on the impact of the Criteria on external aspects 
of the organization rather than the internal aspects.  This is not surprising, considering 
the roles of the people in this group.  The team included staff from the marketing and 
donor relations area and several Development Officers.  It was the nature of their jobs to 
emphasize customers and customer relationships.  As one team member stated, “We talk 
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so much about relationship building and even though there was a part in there about 
customer satisfaction . . . being the front-line people, that was the part that really hit 
home” (I/F3&M3/CTL/3/P2/M3J/12/08/06).  Another team member added, “It was very 
good for me . . . to have the Development Officers . . . to see front-line answers” 
(I/3F&3M/CTL/3/P2/F1K/12/08/06).  From these comments the discussion turned to the 
role of Development Officers.  There were comments that the Development Officers 
were considered “field staff.”  For example, 
When I came here in ’84, there were only three Development Officers and the 
President was so instrumental in building relationships that have spanned the 
years. . . . Now we have 31 field officers.  I know how very important the job is 
to build these relationships and for the rest of us to fill in the spaces.  
(I/3F&3M/CTL/3/P2/F1D/12/08/06) 
Although the Development Officers are employed by the TAMF, they are 
assigned to the various university colleges and divisions and they work to raise funds for 
their programs and initiatives.  The Development Officers’ salaries are funded from the 
TAMF; however, they actually reside in their assigned college or division rather than in 
the TAMF’s Hagler Center.  Statements and comments made in the team meetings by 
the Development Officers and others led me to believe that they struggled somewhat in 
feeling part of the TAMF.  It was clear that including the Development Officers in the 
TAMF improvement efforts was a relatively new phenomenon.  Despite the importance 
of their roles in forming relationships with donors, their split reporting relationships 
seemed to diminish their feelings of being included in the inner workings of the TAMF.  
This will become clearer in following pages. 
Team 4 was assigned to the Measurement, Analysis, and Knowledge 
Management category, and their responses about the extent to which the TAMF Criteria 
was an effective methodology for assessing and improving performance at the TAMF 
also reflected their roles in the organization.  This team was concise in their responses, 
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answering the question without extraneous effect.  On the other hand, Team 4 was the 
most ebullient about the application process and appeared to be comfortable with and 
most quickly grasped the intent of the Criteria questions.  This point is illustrated by the 
following thread of conversation. 
I feel like it helps tremendously because as you’re going through answering 
questions you can see where your gaps are.  Most of the time you don’t stop 
every day and see what you’re missing, you’re maintaining and doing what you 
need to do but you don’t take the time to see what your gaps are.  I feel like this 
process helps you do that.  (1/F4&M1/CTL/4/P1/F1M/11/13/06) 
Right, because it, unless something happens that’s never happened to you before, 
you don’t know necessarily that you might be lacking in that particular spot; 
because we do seem very organized. . . . I feel like this helped us nit-pick and 
look at the small things that could be bigger at some point and this is where I see 
it helped.  (1/F4&M1/CTL/4/P1/F1T/11/13/06) 
I think because we’re a diverse group and we’ve got someone from research, 
we’ve got someone from IS department, and we’ve got a Development Officer, it 
helped me see how the other departments work.  (1/F4&M1/CTL/4/P1/F2B/ 
11/13/06) 
When asked why they seemed to be so comfortable with the Criteria questions, 
the team members said that it was because of the work that they had done on the TAPE 
Level 2 Self-Assessment, which “set the stage” for their work on the TAPE application.  
This team was the only team that talked in detail about the self-assessment.  While they 
had experienced difficulties with the language, they were the only group that indicated 
that they had approached the Criteria with a particular strategy.  “It was almost like 
another language, but you had to change your thought patterns and put yourself in a 
TAPE pattern” (1/F4&M1/CTL/4/P2/F1T/11/13/06).  “As I was reading, it almost 
sounded like a government document. . . . I thought, “Take it slowly and take it line by 
line” (1/F4&M1/CTL/4/P2/F1C/11/13/06).  “And that’s what we did.  Every question 
was actually five or six questions, so when we would take it one question at a time, it 
helped” (1/F4&M1/CTL/4/P2/F1T/11/13/06).  “Getting the basic information addressed 
out there right away, and we did that in the very beginning when we started this about a 
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year ago . . . . To see it on a page with bulleted information, it was just outstanding for 
my understanding and being able to go forward” (1/F4&M1/CTL/4/P2/F1C/11/13/06).  
I worked with this team the most, as they were not hesitant to ask for assistance.  I write 
more about Team 4 later in the paper. 
When I asked the Workforce Focus team (Team 5) about the extent to which the 
TAMF Criteria was an effective methodology for assessing and improving performance 
at the TAMF, one team member talked about how helpful it was to drill down into the 
various processes.  “I think it has been very helpful because of the detail. . . . We’ve 
dissected it all the way as far as you can take it. . . . The questions were dissected and the 
answers were dissected.  I think it was very helpful”  (I/F3&M3/CTL/5/P1/M1T/ 
12/15/06)  Another team member commented on what she said was the obvious:  finding 
weaknesses in the organization or ways to improve.  When I asked her to explain, I 
received the following responses from the group:  “At the last Quality Council they 
brought up certain things that we needed to look at”  (I/F3&M3/CTL/5/P1/F3L/ 
12/15/06).  “It brought to light some things different departments do that different people 
didn’t know they did. . . . It is helpful to know where you can get information or 
processes you can copy in your own department”  (I/F3&M3/CTL/5/P1/F2S/12/15/06).  
“I think it’s been an excellent process to help us know where we are.  From what I 
understand, it’s led to revelations to help us know areas where we need to improve. . . . 
That’s what it’s all about. . . . One of the goals of this organization is continuous 
improvement” (I/F3&M3/CTL/5/P1/M3D/12/15/06).  I had to prompt this team for a 
meeting and to get their information when I was working on the TAPE application draft.  
While I offered my assistance on numerous occasions, the group did not request 
additional help.  Their reticence may have been due to uncertainty about the process, 
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difficulties with the TAPE Criteria language, or merely that they were inundated with 
their regular work. 
Team 6 was made up of staff at the hub of the TAMF processing departments 
and three Development Officers.  Some of their replies were positive regarding the 
question about the extent to which the TAPE Criteria was an effective methodology for 
assessing and improving performance at the TAMF, and other replies were less than 
enthusiastic.  On the positive side, the replies indicated that the Criteria were well 
thought out and had forced them to look at all facets of the organization.  They also 
commented that the Criteria was devised to help the organization think differently, 
especially about its business processes.  However, the following comment reflects an 
outlook that was more restrained:  “We don’t know the answers until we see the results 
. . . the proof is yet to be demonstrated” (I/M&F/CTL/6/P1/M1J/11/06/06).  This team 
member also informed me in the interview that he was participating in the TAPE 
application process out of respect for the TAMF president. 
In general, a majority of the participants from all teams said that the TAPE 
Criteria, for the most part, was an effective methodology for assessing and improving 
performance at the TAMF.  Among the benefits was a systematic and structured way of 
assessing the organization that had gone through a decade of continuous improvement 
efforts.  The teams also articulated their comprehension that the TAMF was looking for 
something that would take them to the next level, and many felt that the TAPE Criteria 
would meet that need.  They said that the Criteria was also a way to include a large 
number of staff in the improvement efforts, including the Development Officers, who 
had previously been relegated to the “field” and had not participated in the 
organization’s intentional improvement endeavors.  Finally, the team members noted 
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that TAPE Criteria had helped them to identify process gaps and weaknesses and had 
forced the organization to look at every facet of their practices. 
One issue came up in more than one team interview regarding process gaps:  the 
TAMF’s way of handling customer complaints.  Several people indicated that the 
organization should deal with customer complaints in a more systematic manner.  After 
hearing the notion repeatedly, I made the following personal note in the transcript of one 
of the interviews. 
The complaint issue is very interesting because it was in this group when we first 
met about a month ago that the complaint issue first came up and there was a lot 
of discussion about taking it to QC as an opportunity for improvement.  It was 
apparently brushed aside but they, not leadership, keep pushing it forward.  The 
staff feels it is a significant issue, even though there are not a lot of complaints.  
Leadership sat up when they continued to bring it up.  (S. Wine personal note in 
transcript, December 8, 2006) 
Several staff members acknowledged that the TAMF received few complaints 
and noted that complaints were typically handled by the person who received the 
complaint.  However, several people indicated that they recognized that all complaints 
should be documented and tracked to determine frequency and trends and that everyone 
in the organization should be informed about them. 
Regarding the position that the TAPE Criteria was not an effective methodology 
for assessing and improving performance at the TAMF, team members cited issues with 
the TAPE language, confusing and repetitive questions, and problems with the amount 
of time required from daily work activities.  A few team members perceived the TAPE 
Criteria as a one-time assignment or test rather than as a continuous methodology for 
doing business.  Based on my observations and through analyzing the data and the 
interviews, those who participated on the TAPE teams gained heightened awareness of 
the necessity to apply a holistic approach to assessing and improving their organizational 
performance.  Further, the staff concluded that the TAPE Criteria could serve as an 
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effective framework for assessing and improving performance excellence for the TAMF, 
despite issues with the Criteria language. 
Research Question 2 
Research question 2 asked,  To what extent did the TAPE Criteria influence the 
leadership deployment of: strategic planning; customer and market focus; measurement, 
analysis and knowledge management; workforce focus; process management; and 
business results within the TAMF? 
Information gathered from team interviews and data analysis revealed 
information regarding the extent to which the TAPE Criteria influenced the TAMF 
leadership in the deployment of strategic planning; customer and market focus; 
measurement, analysis, and knowledge management; workforce focus; process 
management; and business results.  The Criteria focuses first on the Leadership 
Category, signifying that the quality of an organization’s leadership is fundamental to 
the TAPE framework.  The Criteria asks the organization to describe how senior leaders 
communicate with the workforce; 
promote high performance; 
implement a governance system; 
consistently improve their leadership; 
comply with legal and ethical standards and responsibilities; and 
meet social demands, and forming relationships with their key stakeholders 
(2010-2011 Criteria for Performance Excellence, p. 7-8) 
In one interview a team member summed up the general consensus of the TAMF 
participants regarding their organization’s leadership:  “I think it’s a compliment to the 
[TAMF] leaders, that they are leading us and they’ve taken us so far but they realize 
themselves that they needed something more to take us into the 21st century” 
(1/F4&M1/CTL/4/P3/F1C/11/13/06).  The comment suggests that participants shared 
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feelings that the TAMF leaders had a focus on the future and a vision of what the 
organization could be.  In fact, visionary leadership is a core value of performance 
excellence.  As stated in the 2011-2012 Criteria for Performance Excellence: 
Your leaders should ensure the creation of strategies, systems, and methods for 
achieving performance excellence, stimulating innovation, building knowledge 
and capabilities, and ensuring organizational sustainability.  The defined values 
and strategies should help guide all your organization’s activities and decisions.   
Senior leaders should inspire and encourage your entire workforce to contribute, 
to develop and learn, to be innovative, and to embrace meaningful change.  
(p. 49) 
The Criteria stresses that, to achieve performance excellence, there must be 
effective links among the leaders’ strategy, planning, and implementation.  Research 
question 2 focused on the degree to which the TAPE Criteria impacted the TAMF 
leadership in the deployment of their strategic plan and other operational and business 
plans.  The question also inquired about the extent to which the deployment resulted in 
measureable outcomes.  The Criteria defines deployment as the  
extent to which an approach is applied in addressing the requirements of a 
Baldrige Criteria item. . . . Deployment is evaluated on the basis of the breadth 
and depth of the application of the approach to relevant work units throughout 
the organization.  (2011-2012 Criteria for Performance Excellence, p. 57) 
Deployment also speaks to other organization-wide aspects related to Criteria items, such 
as relevancy, consistency, and impact, as well as whether approaches are used by all 
appropriate work units (p. 66). 
Responses from the teams covered a range of issues associated with strategic 
planning, such as long-term strategic planning, alignment, change, engaging 
stakeholders, planning for growth, and involving the whole organization in strategic 
planning.  In one interview a team member commented about the Criteria influencing the 
leadership’s deployment of strategic planning: “In strategic planning it’s challenged us 
about our approach and how we will share and implement our approach with the whole 
organization and who is engaged in that process (1/F&3M/CTL/1&2/P4/M2J/11/29/06).   
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The members of the team explained that the TAMF had always participated in strategic 
planning that revolved around TAMU instead of working on a long-term strategy that 
was unique to their organization.  Another stated, “We realize we need to expand our 
strategic planning process beyond what we’ve done for a number of years which was 
built around a campaign process and Vision 2020” (I/F&3M/CTL/1&2/P/M1J/11/29/06). 
TAMU adopted Vision 2020 in 1999; the plan articulated the university’s long-
range aspiration to be recognized for academic excellence and accepted as a leader 
among its peer public institutions.  The creation of Vision 2020 was an ambitious 
undertaking, led by the TAMF and involving more than 250 TAMU stakeholders.  The 
resulting plan identified 12 imperatives, defined as precepts and goals, that guide 
TAMU’s strategic planning, financial planning, and administrative priorities.  TAMF 
utilized Vision 2020 as a template for its own strategic plan for conducting institutional 
fundraising campaigns.  The 7-year campaigns provide long-term focus and align the 
TAMF strategic objectives with fundraising goals and priorities.  The TAMF also 
engaged in annual planning that resulted in quantitative and qualitative measures that 
drive the organization toward accomplishing its critical success factors, or CSFs. 
I received comments about strategic planning that indicated that perhaps not 
everyone in the organization was privy to or understood the leadership’s strategic plan or 
strategic priorities.  “In QC I keep hearing that we need to organize our strategic plan 
better . . . we’ve never identified what goes into that strategic plan; we need to have a 
stronger strategic plan” (I/3F&3M/CTL/3/P4/F1D/12/08/06).  A related idea was shared 
by another team member regarding the impact of the TAPE Criteria on strategic 
planning:   
I don’t think we’re at the point that we’re deploying and implementing yet, but I 
think it’s going to go a long way  because it made us focus on very specific areas 
of our operation, whether it’s customers, the very top of our leadership, long 
range planning.  (1/3F&3M/CTL/3/P3/M3J/12/08/06) 
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The previous comments and the following one demonstrate that some team members 
realized the need for a longer-term strategic focus.  
The creation of the major gift officer that’s centrally located is a great way to 
look at the strategic plan, to start to create a staff that is more big picture-
University focused instead of college-focused.  That is a small step in starting to 
create a strategic plan that is more long-term. (1/3F&3M/CTL/3/P5/M3J/ 
12/08/06) 
On the issue of customer and market focus, the interview responses indicated that 
team members were confused about distinguishing their primary customer.  In one 
interview the team engaged in a lively debate regarding whether the TAMF’s main 
customer was TAMU or the donors.  From the string of comments, it is clear that the 
topic had been discussed previously without clear resolution.   
Is our main customer the University or is the customer the people who give us 
money to invest? . . . Even today I think by our charter we’re here to serve Texas 
A&M University, we legally exist to service the university, but . . . ultimately our 
customer base is the giving prospects.  (1/F&3M/CTL/1&2/P5/M2J/11/29/06) 
I was part of that discussion, debate . . . who are you getting your money from to 
produce your product?  We are getting our gifts from our donors and to that 
extent it is the argument for making them [primary] customers. 
(1/F&3M/CTL/1&2/P5/F1L/11/29/06) 
We’re back on the customer argument?  [Rolling of eyes and a big smile] 
(1/F&3M/CTL/1&2/P5/M1D/11/29/06)   
The comment was obviously said teasingly and the individual continued in a more 
thoughtful vein. 
What TAPE does is make forced choices.  You are forced to make a choice about 
who your principal customer group is.  And if you get below the global descrip-
tion of the TAMF there are several customer groups, but they [the Criteria] don’t 
allow you do it, you have to pick one so that’s how you get there. . . . It helps us 
in a sense as it causes us to renew and reexamine our customer relationships.  
We can’t completely abandon the fact of our relationship with the University. 
(1/F&3M/CTL/1&2/P5/M1D/11/29/06) 
Team members’ comments with regard to measurement, analysis, and knowledge 
management indicated that this was an area in which the TAMF leadership had already 
directed improvement efforts.  In meetings with Team 4 I learned about cross-functional 
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collaboration that was taking place between departments in the TAMF and with their 
competitors for donors, The Association of Former Students, which resided across the 
street.  For example, the two IS staffs met regularly to discuss common problems, 
brainstorm resolutions, and generate new ideas.   
Several team members recognized that one of the TAMF’s greatest strengths was 
the longevity of its employees due to accumulated organizational knowledge.  For 
example, the Leadership team boasted of more than 100 years of leadership experience 
at the helm of the organization.  Another example is illustrated in the following 
comment: “People want to stay here and want to work for this organization. . . . If we 
didn’t lose them really quick, like in a year or two, we had them for 10, 12, 15 or 20 
years because it is such a good place to work” (I/F2&M3/CTL/7/F1K/P1/12/14/06).  The 
TAMF recognized that they had a staff who possessed a variety of skills and abilities and 
the staff was agile and able to perform at high levels under stress.  The major area for 
improvement in this Category was the need to develop more useful and meaningful 
management reports based on the plentiful data and information that was collected and 
stored. 
Analysis of the data collected in the interviews, meetings, personal reflections, 
and in reviewing TAPE application documents provided insights regarding workforce 
focus at the TAMF.  For example, in the transcript of one of the interviews I noted that 
the participants seemed to have a narrow point of reference regarding workforce focus 
and that there was little discussion regarding a more comprehensive view of the 
organization’s labor force.  Similarly, I noted another aspect:  “It appears team members 
recognize [department head] has a great deal of ownership in HR issues and they defer to 
her often.  Leadership appears to share this point of view” (Interview notes, November 6, 
2006).  Two things spurred the notes.  One was a comment from one of the Development 
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Officers that he had not seen that alignment between leadership strategy and learning 
had been addressed the Development Officers did not get all of the information and 
training that others in the TAMF received.  The second insight came when another team 
member stated that she would have to ask the head of the Human Resources Department 
whether Criteria had changed leadership’s thinking.  This comment triggered awareness 
that team members in other interviews and conversations had made similar comments.  I 
collected comments from across the teams regarding the topic of training, and there were 
also replies to the workforce question that suggested that a greater emphasis should be 
placed on employee needs and capabilities and employee satisfaction.  Team members 
said that training opportunities at the TAMF were numerous and that no reasonable 
training request was denied.  For example: 
I’ve been at other companies that are this size that training is like, “Yeah, right, 
you can watch over their shoulder but we’re never sending you to a seminar 
because we don’t have money for that.” . . . Here, we actually do a lot of training 
. . . it’s a different mindset.  (I/F2&M4/CTL/7/P7/F1K/12/14/06) 
The Foundation is willing to invest to give me the tools . . . for example, training. 
. . . I’ve been in user group meetings with some of the little nonprofits and they 
barely have a computer. . . . Any time we’ve wanted something, all we have to do 
is ask and we get it.  We’re not a starving nonprofit. (I/F2&M4/CTL/7/P10/F4L/ 
12/14/06) 
There has been more emphasis put on tracking training and making sure people 
are receiving training and useful training. And there has been from leadership, 
opinions . . . there are certain trainings that Development Officers should not 
attend because they’ve been found to not be worthwhile to attend.  So there is a 
lot more emphasis put on the quality of training and making sure that people are 
getting training, at least for the development officers. (I/F3&M3/CTL/5/P2/F2S/ 
12/15/06) 
One of the teams talked about employees’ needs and satisfaction.  One member 
said that many employees had asked about an employee survey that could convey a 
wealth of input and feedback.  Another team member shared a similar thought: 
Staff feedback is more informal now but should be leveraged more formally 
through a survey. . . . It’s hard if you hear one comment here and 2 or 3 weeks 
later you hear another comment, it’s hard to aggregate that information and know 
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what concerns or wishes are.  But if you do a single point in time and everybody 
joins in . . . . TAPE raised it for us, . . . this structure raised the issue that you 
need to pay attention to your employees. . . . We haven’t really valued them as a 
group to get input from . . . as a constituent group we need to service.  
(I/F3&M2/CTL/3/P6/F1K/12/08/06) 
Nodding in agreement, the first person responded, “We also need to make sure we don’t 
leave out the personal part of the survey . . . the human element . . . personal needs” 
(I/F3&M2/CTL/3/P6/F1D/12/08/06). 
Another aspect of the TAMF that was emphasized in the interviews was the 
strong association that staff members have with the organization through employee 
longevity.  In almost every interview team members identified the stability of the 
workforce as an organizational strength.  One team told me about the previous evening’s 
holiday party and the number of 10-year, 20-year, and 25-year awards that had been 
given to mark employee years of service.  As one person put it, “Service and longevity 
are not as it used to be, where you went to one company and worked until you retired; 
today, people tend to change jobs more often” (1/F4&M2/CTL/5/P5/F1L/12/15/06).  
The group added an exclamation point in unison, “We’re proud of our [years of] 
service!”   
Another positive feature of the organizational culture at the TAMF was the team 
members’ appreciation of their family-type environment.  “A big challenge will be 
we’ve always taken pride in being a family environment . . . trying to ensure that family 
environment is going to be a challenge as we grow”  (I/F2&M4/CTL/7/P10/M1J/ 
12/14/06).  The use of the TAPE application process enabled the TAMF to recognize its 
need for succession planning in order to continue to increase performance excellence. 
Our leaders are getting older and they are getting closer to retirement and we’re 
in for a big change in our organization.  People are going to start retiring and new 
people are going to start coming in every day.  There are lots of people in the 
office every day and people are like, “Who’s that new girl in research?” . . . 
We’re in for a lot of changes and we can’t wait for it to happen and look back 
and say what we should have done or what are we going do to about this.  We 
need to meet it head on.  (1F4&M1/CTL/4/P4/F2B/11/13/06) 
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The organization was very aware of the increasing numbers and changing 
demographics of their donor base.  In the early 1960s the enrollment at TAMU was 
about 8,000 students.  Shortly after the university made membership in the Corps of 
Cadets optional and began to admit women, enrollment at TAMU began to skyrocket.  
The teams recognized that their potential donor base was morphing from traditional 
White males over 60 years old to an increasing number of prospects who were younger, 
female, and more ethnically diverse.   
Employee empowerment also appeared to be a deep-seated aspect of the 
organization’s character.  When discussing TAMF strengths, one person described a 
sense of freedom to make recommendations to upper management for change or 
improvement. 
I think one the things that I feel is one of our strengths is, whenever I’ve come up 
with an idea that could improve our department or could improve something in 
another department that I might see, like in group gift processing, I go to my boss 
or my boss’s boss and say, “What if we do this or we do that?”  I’ve never had 
them say, “Oh, that’s impossible.” Usually I get a response of, “Well that’s a 
good idea.”  If they can say run with it, they will.  They will let me do whatever I 
want and I can present the change that I need to be made and most of them I’ve 
come up, we’ve implemented.  (1/F4&M1/CTL/4/P8/F2B/11/13/06) 
When I asked others about their sense of empowerment, the replies came without 
hesitation:  “Yeah, that’s a definite strength” (1/F4&M1/CTL/4/P8/F2B/11/13/06). 
In an interview with a different team, participants talked about the ability to do 
the job without restrictions.   
They hire someone to do a job, then they stand back and say, “Go do it.”  They 
provide you with the training or whatever you need.  There is not a micro-
management style; they give you the freedom to go do and show your talent in 
whatever area it is in.  (1/F4&M2/CTL/5/P4/M1T/12/15/06) 
The following comment summarizes the collective perception of the organization 
regarding their performance and improvement needs relative to results: 
One, as difficult as it is, . . . more comparable and current data are needed so we 
can find other organizations like us . . . so we can create a standard that we can 
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measure by.  More targeted data, what do we want on our dashboard . . . that 
helps us day to day to make decisions.  More consistent feedback from our 
customers, in human resources, an employee satisfaction survey, growth and 
development, I think we’ve got to work on that in a more consistent way. And 
then the last thing is trend data across the board, everything we can try to find 
that shows over time how we’re doing relative to people like us. (I/F2&M4/CTL/ 
7/P8/M1D/12/14/06) 
To summarize the responses to research question 2, the interview feedback 
indicates that the TAMF leadership deployed the Criteria in work areas.  The approach 
involved not only creation of the seven TAPE teams but the strategic choice of 
leadership for each team, choice of team members, and the process of the teams 
reporting progress back to the QC on a regular basis.  The TAMF executives participated 
on one or more teams and devoted their own time and efforts, thereby modeling 
leadership and communicating the relevance and importance of the TAPE Criteria 
toward performance excellence.  The TAMF leadership empowered organization 
members by involving them in decision making through process improvement teams and 
by establishing the QC as a listening post.  These comments from team members portray 
their thoughts regarding the approach (see Chapter V). 
I feel like the way these teams were organized was part of the way it [the TAPE 
framework] was filtering down.  In our individual categories, as part of the 
filtering down, they selected the people for these teams that will do that in their 
departments.  (I/F4&M1/CTL/4/P4/F1M/11/13/06) 
We had a really good team.  I don’t know who put this team together, but they 
obviously knew what they were doing.  (I/F4&M1/CTL/4/P6/F1T/11/13/06) 
From hearing and after reviewing the finished product [TAPE application], I 
don’t see how it can do anything but improve our performance. . . . It will allow 
us, especially our leadership, to focus on improvement. (I/F3&M2/CTL/3/P1/ 
M3J/12/08/06) 
Once individuals started getting past that this was not a direct hit at them person-
ally, we were working as a team to make this a better whole, as an organization, 
and you started seeing people pull together more.  It wasn’t such an individual 
“You’re criticizing me, you’re criticizing my department.”  No, we weren’t doing 
that.  We were trying to find the best [with emphasis] in each department and 
improve on it.  (I/F3&M2/CTL/3/P2/F1D/12/08/06) 
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Thus, the TAPE Criteria definitively influenced the TAMF’s leadership in the 
deployment of the categories of strategic planning; customer and market focus; 
measurement, analysis, and knowledge management; workforce focus; process 
management; and business results.  Subsequently, the TAMF members articulated 
greater respect for organizational leadership and deeper understanding of organizational 
needs and opportunities for improvement. 
Research Question 3 
Research question 3 asked, To what extent did the TAPE Criteria serve as a 
guide for developing an effective leadership strategy for identifying and aligning 
organizational and personal learning to strategic priorities? 
According to the 2011-2012 Criteria for Performance Excellence, strategy 
development is an organization’s approach to preparing for the future (p. 10).  The 
Criteria explains that it is the responsibility of leadership to create a vision, or mental 
picture, of the organization’s potential through a variety of means, such as a strategic 
plan, to convey the picture to its members.  Attaining the vision should drive all decision 
making, so the challenge for leadership is to develop and communicate the strategy to 
aid in planning and decisions.  The TAPE Criteria provides a framework to assist 
leadership in developing just such a strategy, through a systems approach that helps 
leadership to incorporate the concepts of synthesis, alignment, and integration during the 
strategic planning process. 
Synthesis means looking at your organization as a whole and builds on key busi-
ness attributes, including your core competencies, strategic objectives, action 
plans, and work systems.  Alignment means using the key linkages among 
requirements given in the Baldrige Criteria categories to ensure consistency of 
plans, processes, measures, and actions.  Integration builds on alignment, so that 
the individual components of your performance management system operate in a 
fully interconnected manner and deliver anticipated results.  (2011-2012 Criteria 
for Performance Excellence, p. 54) 
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Figure 2 is a matrix depicting the TAMF’s Criteria-based strategic plan taken 
from their 2007 TAPE application.  The strategy matrix spells out the organization’s 
vision and mission, key competitive factors, key strategic challenges, strategic 
objectives, and affected stakeholder groups.  An objective of research question 3 was to 
determine the degree to which the TAMF aligned its strategy to organizational goals 
through action plans, processes, decisions, and measures.  A key element in alignment is 
organization-wide comprehension of the TAMF’s objectives and goals, which leads to 
the second objective of research question 3:  to establish how and the extent to which the 
organization’s alignment translated to personal and organization learning.  Personal 
learning is associated with evaluation, education, and developmental training, while 
organizational learning refers to exploration, comparisons, and benchmarking against 
what others are doing within and outside the operation and industry, as well as 
implementation of cycles of process improvement.  Organizational learning is also 
associated with sharing process improvements with all appropriate work units (2011-
2012 Criteria for Performance Excellence, p. 31). 
According to the information conveyed in the TAPE application interviews, the 
teams generally perceived that the TAMF leadership had created a strategy or road map 
outlining the expectations for the organization’s future.  Comments from team members 
indicated that they understood the importance of organizational and personal learning 
but did not, or could not, articulate how the learning was aligned with strategic 
objectives.  The following comments illustrate the participants’ awareness of the TAMF 
strategic plan:   
As a guide, I think we’re using it a great deal. . . . The information, additional 
plans that the executives have, I think it’s going hand in hand.  I see it as being 
cutting edge.  I’m excited about it.  All I can think of is that we’re going forward.   
(I/F4&M1/CTL/4/P4/F1C/11/13/06) 
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Figure 4-B TAMF Strategic Plan (Strategy Matrix)  
Vision:  To enhance TAMU’s capability to be among the very best universities so that more Aggies can impact the world.  
Mission:  To multiply the impact of the Aggie Spirit through fundraising and asset management to support academic  
excellence.  
 
Competitive 
Factor Supporting the 
Vision of TAMU  
Quality of the staff  
Building donor 
relationships  
Asset Growth  
Being efficient and 
effective  
Strategic 
Challenge 
TAMU 
relationship 
enhancement  
Finding/keeping 
qualified staff  
Changing donor 
base  
Maintaining 
intergenerational 
equity  
Resource 
constraints  
Values 
Mission Focus  Service & People  
Relations 
building  
Performance 
excellence  
Performance 
excellence  
Strategic 
Objective Improve open 
communications 
and relationships  
Hire the best and 
brightest and train 
and retain them  
Connect with 
changing donor 
base 
Enhance 
investment returns 
and distributions 
to TAMU  
- Financial 
stewardship 
- Match growth 
needs with resource 
bases  
Action Plans 
- DSG 
- Deans/Fund- 
raising Agreement  
ID “younger” 
talent with parallel 
skills and cross 
train  
- Research 
- Marketing 
- New sales tools  
SIC/IC 
Asset Allocation  
TAPE/Strategic 
Planning  
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Figure 2.  Texas A&M Foundation (TAMF) Strategic Plan (strategy matrix).  CF = 
Competitive Factor, SC = Strategic Challenge, SO = Strategic Objective, SG = 
Stakeholder Group Affected.  Source: Texas A&M Foundation Application for the Texas 
Award for Performance Excellence (p. 11), 2007a, by Texas A&M Foundation, College 
Station, TX: Author. 
 
I think it [TAMF] does a good job with that. We meet quarterly to talk about 
what those plans are and what’s being done with them.  I don’t know of any other 
organization that does that.  (I/F4&M1/CTL/4/P4/F1M/11/13/06) 
I asked one team to describe the organization’s strategic priorities before they 
participated on the TAPE application and they replied in the negative.  By all accounts, it 
appeared that the TAPE Criteria framework had facilitated team members’ recognition 
of the strategic plan; however, this was merely a cursory understanding, without specific 
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insights as to connections between the plan and relevant Criteria category requirements 
aimed at alignment and learning. 
In all of the team interviews I asked about the extent to which the TAPE Criteria 
served as a guide to aid their leadership in developing a strategy to identify and align 
organizational and personal learning to strategic priorities.  I received the following 
response from the Leadership team that suggested that the Criteria was beneficial in 
helping them to evaluate the strategic planning process and had helped in developing an 
approach to communicate the plan and priorities throughout the organization:  “At least 
in strategic planning it has challenged us about our approach and how we will share and 
implement our approach with the whole organization and who is engaged in that 
process” (I/F&3M/CTL/1&2/P4/M2J/11/29/06).  However, in the other teams the 
question most often met with confusion or a lack of comprehension.  The responses that 
follow demonstrate confusion between learning and training.   
I believe I’ve read the strategic plan cover to cover . . . from a DO standpoint we 
do a pretty good job of learning for our job. . . . Overall, there is not a lot of 
system . . . or whole-staff training.  (I/F3&M2/CTL/3/P4/M3J/12/08/06) 
Is training part of what you’re meaning?  There has been more emphasis put on 
tracking training and making sure people are receiving training and useful 
training. . . . There is a lot more emphasis put on the quality of training and 
making sure that people are getting training.  (I/2M&4F/CTL/5/P2/F2S/12/15/06)  
The participants in another team interview indicated that learning was taking place for 
existing staff but that leadership should do a better job of aligning strategic learning 
opportunities for new and younger staff.   
To build on the teams’ responses, I inquired about organizational strengths and 
weaknesses that had come to light as a result of the TAPE application process.  Among 
the strengths, the teams named recognition of leadership’s vision for the future and 
leadership’s engagement in a strategic planning process.  The following comments show 
team member awareness that the leadership had engaged in a planning process to 
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develop organizational direction, but there appeared to be confusion over strategic 
planning versus action planning and a degree of uncertainty regarding cycle time.   
I’m not aware of what our strategic plan is.  I’ve never seen a defined strategic 
plan that is long term.  Maybe I have but it is not called that.  Have you?  
(I/F3&M2/CTL/3/P4/M3J/12/08/06)   
I know we do have the annual plan, are they considering that the strategic plan?  
(I/F3&M2/CTL/3/P4/F1K/12/08/06)  
That includes our critical success factors?  (I/F3&M2/CTL/3/P4/M3J/12/08/06)   
They [CSF] come out it, because they are a direction that the trustees will 
approve.  (I/F3&M2/CTL/3/P4/F1K/12/08/06) 
Another point of interest that emerged in this conversation was the first and only 
mention CSFs by a team other than the Leadership team. There will be more about this 
issue forthcoming. 
In the area of personal and organizational learning, the next comment 
demonstrates how experience with the TAPE Criteria had increased worker contentment 
and appreciation for the knowledge, skills, and experience of colleagues.  “I think our 
improvement process and the involvement of people on teams with people from 
departments that they don’t always get to associate with improves satisfaction because it 
helps them develop an appreciation for co-workers” (I/F4&M2/CTL/5/P5/F1L/ 
12/15/06).  Improved collaboration between departments and support from leadership 
regarding training requests were named as additional areas of organizational and 
personal learning. 
Areas that might need improvement were also acknowledged by the TAPE 
teams.  Among the areas that required focus for improvement were confusion about to 
whether the TAMF’s annual plan was the same as their strategic plan and a need for a 
longer-term strategy, as well as a need for a strategic plan distinct from TAMU’s Vision 
2020.  Team members, including those on the Leadership team, seemed to recognize the 
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need for more stakeholder involvement in strategic planning and identification of 
strategic priorities.  In general, the teams reported that the TAPE Criteria had focused 
attention on the necessity of consistent organization-wide training for the TAMF to 
continue to grow and improve.  The Leadership team (Team 1) and Measurement, 
Analysis, and Knowledge Management team (Team 4) were cognizant of large amounts 
of information available in the TAMF but they acknowledged that the information 
should be aggregated and scrutinized. 
With our category there are some things that need to be measured that aren’t 
being measured.  I can’t pinpoint exactly what they are right now. . . . You know, 
it’s all about data these days, it’s all about  information, and I think we are 
moving in that direction but I don’t think we’re there.  (I/F4&M1/CTL/4/P8/ 
F1M/11/13/06) 
However, the other teams maintained that there was a deficit of measures and metrics 
available to everyone. 
When I asked the Leadership team directly about the extent to which the TAMF 
leadership used the TAPE Criteria as a strategy for identifying and aligning 
organizational and personal learning with TAMF strategic priorities, the team members 
explained that they used those parts of the TAPE that were useful to them. 
It is very interesting that, over a long period of time, you will not find a lot of 
seasoned development professionals believing that you can just export, no excuse 
me, import somebody else’s [performance excellence] program. . . . You can 
import the idea but then you have to take it and get it to work for your own.  
(I/F3&M3/CTL/7/P4/M2J/12/14/06) 
The thrust of this comment was that the TAMF was distinct from other foundations and 
that it was not practical for them to try to take advantage of every aspect of the Criteria.  
Based on their responses and my observations, it appears that the organization was 
responsive to the basic requirements of the TAPE Criteria but did not feel obligated to 
utilize all aspects of the Criteria. 
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Research Question 4 
Research question 4 asked,  To what extent did TAMF staff members embrace the 
TAPE framework as a strategy for assessing and improving performance excellence in 
the TAMF? 
The TAMF utilized the TAPE Criteria to the extent that it supported and 
enhanced the performance improvement approaches that they were already employing.  
The TAMF leadership identified three quantitative measures and one qualitative measure 
that stimulated their improvement efforts.  The three quantitative measures were (a) total 
gift dollars raised, (b) increases in gift expectancies, and (c) performance of long-term 
investments.  The fourth measure was explained as how well the TAMF employees 
accomplished a set of objectives that were aligned with and developed for the purpose of 
accomplishing organizational goals.  These objectives (called CSF), were tied to an 
incentive compensation program that was designed to reinforce high performance in 
their employees and to align performance to the organization’s goals.  The TAMF 
leadership was emphatic regarding their focus on these factors: 
For several years we have focused our business results on four measures; do you 
want me to name them now?  There are three quantitative measures and one 
qualitative measure that has a lot of subcomponents that drive everything we do.  
What we found, and the results, is that it apparently is working because we move 
and have a trend line that says we are having greater and greater success in those 
three quantitative measures and we’re getting excellent progress made in the 
variety of other tasks and processes and activities that people take part in to con-
tinue to build the quality of the organization. . . . We focus so much on that we 
have not spent a lot of time measuring and sort of evaluating and looking at some 
of the running the business activities that you might say we should do and we 
will list that as an OFI [opportunity for improvement] . . . but we’re not going to 
take our eye off those four.  We’re not going to do it.  (I/F2&M4/CTL/7/P1/ 
M1D/12/14/06) 
A second team member immediately exclaimed with emphasis, “We’re not going to do 
it!” (I/F2&M4/CTL/7/P1/J1D/12/14/06), underscoring the significance of the four 
measures to the members of the Leadership team.  Contrary to the Leadership team’s 
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position, none of the other teams focused on the four measures, although various 
components were mentioned from time to time. 
Every team voiced concern and frustration regarding the complexity of the TAPE 
questions.  A related  criticism that emerged during conversations in the interviews and 
at just about every TAPE team meeting that I attended was the difficulty of the TAPE 
“language.”  The team members were not reluctant to express how they felt about this 
aspect of the Criteria framework: 
When you’re forced to put it in the structure and answer the same thing 12 times, 
it is more frustrating than enjoyable.  (1/F&3M/CTL/1&2/P2/F1L/11/29/06) 
Digging through the jargon was tough.  (I/F&3M/CTL/1&2/P101/M1J/11/29/06)  
The language of the questions to me have been somewhat confusing and 
ambiguous from time to time.  (I/F&3M/CTL/1&2/P2/M1J/11/29/06) 
We don’t like it all the time because it was hard and the language is confusing. 
(1/F&3M/CTL/1&2/P2/M1D/11/29/06) 
And it asks the same question 97 different ways.  We will quickly run from 
“tapese” because it was scary.  (I/3F&2M/CTL/3/P6/F1K/12/08/06) 
And so many of the questions sounded the same.  (I/F4&M1/CTL/4/P2/F2B/ 
11/13/06) 
Although the teams struggled with “tapese,” as one person coined it, they remained 
relentless in their endeavors to complete the TAPE application, despite the difficulties 
associated with time and effort expended on TAPE in addition to handling the 
necessities of their regular jobs. 
The group that seemed to embrace the TAPE framework most readily during the 
application process was Team 4, Measurement, Analysis, and Knowledge Management.  
They approached their work on the TAPE application with a positive, can-do attitude, as 
evidenced by the following comments from team members:  “We got to know things we 
didn’t know about each other . . . . It was such a pleasure being a part of this group. . . . 
There was such a bond” (I/F4&M1/CTL/4/P5/F1C/11/06/06).  “I think we’re so proud of 
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our section. . . . We took ownership of it and we’re proud of it” (I/F4&M1/CTL/4/P6/ 
F2B/11/06/06).  The following comment illustrates the team member’s appreciation for 
the importance of participating as a TAPE application team: 
It never ceases to amaze me how much it takes all of us; you can get in your 
corner of the world and do your job, but when you realize who that affects and 
how they can affect you, I think it just reminds me that we’re one big team.  It’s 
just so important that we all work together.  (I/F4&M1/CTL/4/P5/F1T/11/06/06) 
There is little doubt that the team members recognized and appreciated their 
leaders’ commitment to continuous improvement and performance excellence.   
It’s not a place where you can coast.  Every cog in the wheel has a job to do and, 
if someone doesn’t perform, then the wheel gets off balance and it is not some-
thing where you can bring someone in at a whim and just keep it going.  It takes 
a lot of commitment on everybody’s part.  (1F4&M2/CTL/5/P3/M1T/12/15/06) 
When urged to say more about commitment to continuous improvement, another team 
member offered these examples: “Our HR systems, leave reports, and expense reports 
. . . we’ve made tremendous changes over the last several years that will pay dividends 
for many years to come”  (1/F4&M2/CTL/5/P4/M3D/12/15/06).  Other comments 
expressed the team members’ pride in working for an organization that pushed everyone 
to do better and be better.  This comment summarized it best: 
For myself, I think that it is just an honor to be able to work for an organization 
that matches my mission statement and to have leaders who think the same way 
in the sense of what is our purpose . . . that is, to help one another and to be of 
service.  (I/F4&M1/CTL/4/P5/F1C/11/13/06) 
When the issue of using the TAPE Criteria on an ongoing basis was discussed, 
some team members seemed almost to dismiss the idea but others were outwardly 
enthusiastic about the experience and the possibilities.  Both perspectives are illustrated 
in the following comments. 
I think we actually do a pretty good job of measuring our fundraising results, our 
investment results, our gift expectancies, all of our CSF’s.  We trend line most of 
these results over a 20-year period and we do an extraordinarily good job of 
managing our budget.  That’s kind of been lost in the whole discussion.  
(I/F3&M3/CTL/7/P4/M2J/12/14/06) 
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You can be overwhelmed by the overall category and the 50 pages and how you 
are going to fit 30 pages of your section into the 5 pages you are allowed, but you 
take it a step at a time.  What do they say, “How do you eat an elephant?” 
[laughter]  It has taken time, you know it’s taken a year, but what a wonderful 
outcome!  (I/F4&M1/CTL/4/P6/F1M/11/13/06) 
The TAMF leaders considered the TAPE application a unique assessment of their 
improvement efforts and outcomes but none of them indicated intentions to utilize the 
framework on a consistent basis.  Overall, the TAMF organization appeared to regard 
the TAPE Criteria specifically in relationship to the TAPE application experience—team 
member comments were couched in terms of the present or current condition, with little 
reference to using the TAPE Criteria in the future. 
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CHAPTER V 
SUMMARY OF FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS 
In the final chapter of this heuristic inquiry I interpret the variables and 
relationships that were previously unknown about the utility of the TAPE Criteria as a 
framework for assessing and improving performance excellence in the nonprofit TAMF, 
as brought to light through this experience with the organization as they developed an 
application for the 2007 TAPE award cycle.   
The case researcher emerges from one social experience, the observation, to 
choreograph another, the report.  Knowledge is socially constructed—or so we 
constructivists believe . . . and through their experiential and contextual accounts, 
case study researchers assist readers in the construction of knowledge.  (Stake, 
2005, p. 454) 
With this in mind, I discuss the meaning attributed to the data that were collected and 
analyzed and explain how the study advances the body of knowledge about the TAPE 
Criteria framework, particularly as used by nonprofit organizations. 
Summary of Findings 
The purpose of the research study was to address four research questions: 
1.  To what extent did the TAPE Criteria serve as an effective framework for 
assessing the organization and improving performance excellence for the TAMF? 
2.  To what extent did the TAPE Criteria influence the leadership deployment of 
strategic planning; customer and market focus; measurement, analysis, and knowledge 
management; workforce focus; process management; and business results in the TAMF? 
3.  To what extent did the TAPE Criteria serve as a guide for developing an 
effective leadership strategy for identifying and aligning organizational and personal 
learning to strategic priorities? 
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4.  To what extent did TAMF staff members embrace the TAPE framework as a 
strategy for assessing and improving performance excellence in the TAMF? 
The questions were address through a naturalistic research study of the TAMF.  
Data collection was emergent as I audiotaped interviews of the teams that were working 
on the application for the TAPE and took notes of discussions, field visits, and related 
documents.  I was active to varying degrees of participation-observation.  The following 
summarizes the findings related to each research question. 
Research Question 1 
Research question 1 asked, To what extent did the TAPE Criteria serve as an 
effective framework for assessing the organization and improving performance 
excellence in the TAMF? 
This question essentially asked how the TAMF utilized the TAPE Criteria 
framework.  A considerable number of responses indicated that the members of Teams 
3, 4, 5, and 6 considered the TAPE Criteria to be beneficial to the organization and that 
it had improved signficant aspects of their performance.  They expressed the belief that 
utilizing the TAPE Criteria was the TAMF leadership’s approach to “taking them to the 
next level” in terms of organizational improvement and success.  The outlook from the 
TAMF leadership was somewhat different, and this difference will emerge as an 
important factor in the organization’s systematic utilization of the Criteria.  Observations 
and collected data indicated that the organization’s leadership did not fully utilize the 
Criteria as outlined; rather, they took parts of the methodology that were consistent with 
the TAMF point of view and utilized what they considered to be meaningful and useful.  
These conclusions are based on the fact that the team members contended that the 
TAMF leaders were looking for an approach to reenergize the organization after a 
strenuous fundraising campaign and that they had learned enough about the Criteria to 
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understand that it was a systematic and structured way of assessing the TAMF’s current 
condition.  Team members also expressed in the interviews that the TAPE Criteria had 
helped them to identify process gaps and weaknesses, such as the TAMF’s overall 
handling of customer complaints, and had allowed the organization to look at details of 
their practices.  They described the methodology as inclusive, so everyone participated 
in the organization’s intentional improvement endeavors in the past. 
On the other hand, the TAMF CEO and Senior Vice President decisively 
identified four key factors that drove all of their decision making, planning, and actions:  
(a) total gift dollars raised, (b) increases in gift expectancies, (c) performance of long-
term investments, and (d) number of CSFs accomplished by the organization during the 
year.  These four key factors were embedded to some degree in various aspects of the 
TAMF culture.  They were stated as key strategic objectives in the TAPE application, 
they were identified as guiding factors in planning documents, the CSFs were elemental 
to the employees’ incentive compensation plan, and there were institutional measures in 
each of the four areas.  In addition to emphasis on these four key factors, another thing 
that suggested the TAMF leadership did not entirely buy in to and fully utilize the 
Criteria was an allusion by some senior leaders that they viewed the application process 
as an “exercise,” a one-time activity to be dealt with in a professional and flawless 
manner, precisely the same way in which the TAMF handled all of its business on a 
routine basis.  Added to this was the TAMF leadership’s verbal rejection of “tapese” and 
the investment of time and effort that the Criteria required of everyone in the 
organization. 
These assertations are based partly on my exerience as a TAPE examiner, where 
I had the opportunity to assess three TAPE-winning organizations, one of which was 
also awarded the MBNQA.  What these entities had in common was immersion of their 
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organizations into the TAPE; they were totally involved in the TAPE perspective and it 
occupied the majority of the entire entity’s time, energy, and attention.  It is exactly this 
concentration on the TAPE Criteria and structure that it seemed the TAMF rejected 
because of their financial commitments to TAMU and on behalf of their donors.  The 
TAMF leadership explained that their first priority was to see positive measures in the 
four key strategic objectives, all of which were financial in nature, as these led directly 
to the satisfaction of their key stakeholders, which, based on the incentive compensation 
plan, included their employees.  The priorities on which the TAPE-winning 
organizations had focused were also directly linked to stakeholder satisfaction, although 
not all were directly financially driven.  The award-winning organizations had also 
understood that their processes and procedures were either directly or indirectly 
impacted by financial factors, yet they had invested their efforts in the TAPE framework 
because they saw the dividends of success that resulted, regardless of a direct or indirect 
link to finances. 
Research Question 2 
Research question 2 asked, To what extent did the Criteria framework influence 
leadership deploymnent of strategic planning, customer and market focus, measurement, 
analysis and knowledge management, workforce focus, process management, and 
business results? 
The data regarding the extent to which the TAPE Criteria influenced the TAMF 
leadership in the deployment of the Criteria categories revealed several things about the 
TAMF that were positive and exciting.  One of the most inspiring results was the attitude 
of the TAMF staff toward the leadership of the organization.  In every team interview 
and in almost all of the team meetings, members volunteered statements and comments 
that expressed their admiration and esteem for the TAMF’s CEO.  Foremost among the 
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accolades was appreciation for his visionary leadership.  Visionary leadership is a core 
value of the TAPE, and it appeared that there was an applicable link between the TAMF 
and the Criteria in this area.  The CEO had initiated a CQI program in the TAMF more 
than a decade before the organization had became acquainted with the TAPE Criteria 
framework.  His prior performance improvement endeavors were indicative of someone 
who not only had foresight but could also develop and implement cutting-edge plans, see 
them to fruition, and realize the results.  It was therefore not surprising that the TAMF 
leadership would undertake the TAPE to propel the organization toward improved 
organizational performance. 
In Category 2, strategic planning, comments by TAPE team members indicated 
uncertainty regarding strategic planning and its relationship to the TAMF’s short-range 
annual plan, the level to which stakeholders were engaged in strategic planning, and how 
the strategic plan and strategic priorities or objectives were communicated throughout 
the organization.  Another aspect that emerged was the degree to which TAMF backed 
TAMU’s Vision 2020, with the potential of marginalizing focus on the TAMF’s 
strategic planning.  A constructive aspect of the strategic planning inquiry was that it 
appeared that the TAMF had done a good job of translating its strategic objectives, the 
four key business factors, into coherent themes that could be easily understood. 
On the issue of customer and market focus (Category 3), it seemed that the 
TAMF leadership was experiencing success in the deployment of this Criteria category.  
Interviews and information gleaned in team meetings showed that the TAMF recognized 
its key customer segments and, through a variety of methods, had determined customer 
needs and expectations.  The TAMF had taken several approaches to building 
relationships with their customers, the most important of which was the utilization of 
Development Officers.  The TAMF was keenly aware that one of their strategic 
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challenges would be the changing demographics of their donor base, thus, the 
organization had contracted with a marketing consultant and had developed a major new 
marketing campaign to appeal to the new market segments.  The organization wrestled 
with the issue of whether TAMU was their primary customer—they legally exist to 
support the university—or the donors who provide private funding for the university’s 
programs and activities. 
With regard to measurement, analysis, and knowledge management (Category 4), 
it was clear that the TAMF leadership recognized a need for more comparative 
information and measures as shown in this comment:  “One other thing I knew, (and this 
is an OFI) and that is we don’t have good long term trend information that is 
measureable and comparable between us and some set of foundations out there” 
(I/F2&M4/CTL/7/P3/M1D/12/14/06).  While this area presents opportunity for 
improvement, other areas related to the category showed evidence that the TAMF 
leadership recognized the importance of having a central collection point for data and 
information to be analyzed and disseminated to inform process improvements.  An 
example of this was collaboration between the TAMF IS department and the IS unit at 
The Association of Former Students and how it was improving the amount, organization, 
and reliability of donor information.  With regard to knowledge management, several 
staff members remarked on the number of employees at the TAMF with organizational 
knowledge and its value to the organization.  The major area for improvement in this 
category was the need to develop more useful and meaningful management reports from 
the plentiful available data and information. 
Insights emerged regarding the leadership’s deployment of workforce focus.  
From the data collected and analyzed, I developed a sense that the TAMF leadership 
prioritized employees but delegated the responsibility of improvement efforts in this area 
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to the head of Human Resources.  This perception grew as a result of comments from 
team members who deferred to the department head on a significant number of issues.  
A frequent response to my inquiries was, “We need to ask [the Human Resources 
director].”  It seemed that the participants had yielded their view of the TAMFs 
leadership’s philosophy on workforce focus to the individual in charge of Human 
Resources, making her a key figure in strategic planning related to workforce issues. 
Comments from across the teams regarding training indicated that the TAMF leadership 
supported personal learning by approving individual requests for training, but there did 
not appear to be a concerted effort to develop organization-wide training in key areas 
such as the use of metrics and data analysis and goal setting and action planning.  There 
also appeared to be a keen interest among the employees for a survey that would inquire 
into employee needs, capabilities, and satisfaction levels.  This issue was raised in 
several team interviews and discussed at length.  Based on the comments, it is 
reasonable to conclude that the TAMF had an opportunity to focus and develop 
improvements that would reap significant benefits for and approval by their employees.  
Also noted was that involvement in the TAPE application process had heightened the 
participants’ recognition that the TAMF leadership was approaching retirement age and 
that the organization should develop a formal succession plan.  The last aspect under 
workforce focus that emerged as a strength was the employees’ sense of empowerment 
and their ability to do their jobs with few restrictions. 
It was evident that the TAMF had directed a significant amount of time and 
effort in the process management category.  This was no surprise, as it was one of the 
most well-developed categories related to TAPE Criteria requirements due to the many 
years that the TAMF had been working on process improvements.  The TAMF 
demonstrated a heavy focus on the efficiency of its work systems, especially those 
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linked directly to it key stakeholders:  TAMU and donors.  One area that materialized as 
needing additional focus and attention by leadership was the way in which the 
organization dealt with customer complaints.  Although participants in the interviews 
acknowledged that the TAMF received only a small number of customer complaints, 
they recognized that the organization would benefit from a more systematic way of 
dealing with them.  Obviously, the members had gained insights in this area as a result 
of their performance improvement activities.  The team members also cited the use of 
metrics and the search for comparatives against which to benchmark as an area for 
improvement. 
With regard to business results, the TAPE teams had quite a bit to boast about.  
Chief among the strengths that they cited were the return on investments for their 
donors, the financial success of their asset management efforts, the low cost per dollar 
raised, and positive returns during a period of economic downturn.  The team members 
also cited positive trend lines in total dollars raised, donor satisfaction, and donor 
participation in events and activities.  The area cited in the interviews as most in need of 
improvement was the need to discover and collect comparatives by which to gauge their 
performance. 
In summarizing the findings related to research question 2, the Criteria 
framework served primarily as a tool against which to assess the organization’s “state of 
performance excellence.”  In other words, the TAMF had an improvement orientation 
that was aligned across work units to the extent that they engaged in collaborative 
problem solving and process improvements.  The TAPE Criteria did not meaningfully 
influence leadership in the deployment of requirements in other categories, such as 
strategic planning; customer and market focus; measurement, analysis, and knowledge 
management; workforce focus; or business results. 
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Research Question 3 
Research question 3 asked, To what extent did the TAPE Criteria serve as a 
guide for developing an effective leadership strategy for identifying and aligning 
organizational and personal learning to strategic priorities? 
Responses to questions related to research question 3 were not as rich or 
compelling as the information related to the first two research questions.  In the 
interviews I asked probing questions to elicit more meaningful replies but scrutiny of the 
verbatim transcripts, as Merriam (2009) suggested, and listening again to the interview 
tapes did not reveal as rich or compelling data from participants or my observations.  
Nevertheless, the findings can be summarized as follows. 
According to the Criteria, learning is a key element in a performance 
improvement system (2011-2012 Criteria for Performance Excellence, p. 6).  This 
question essentially asked how the TAMF had implemented the Criteria to facilitate 
organizational and personal learning as part of its management strategy for improved 
performance.  There was little evidence to support comprehensive training and 
development plans aligned with strategic priorities, although there appeared to be 
training and learning opportunities for specific groups of employees or work units, with 
more effort directed toward the Development Officers.  This was not surprising, as the 
Development Officers were described as the “face” of the TAMF to key stakeholders.  
The TAPE team members clearly recognized that the leadership had invested in personal 
learning, as evidenced by the comments that training requests were not ignored or 
denied. 
There was enough discussion among the TAMF leaders about the CSFs to 
indicate that they these factors featured prominently as strategic objectives from the 
leaderships’ perspective; however, only one team even mentioned the CSFs.  The CSFs 
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were intended to focus TAMF employees on objectives that were aligned with and 
developed for the purpose of accomplishing organizational goals.  The factors were tied 
to an incentive compensation program that was designed to reinforce high performance 
in their employees and to align performance to the organization’s goals.  The one team 
conversation in which CSFs were discussed conveyed perplexity and a lack of a real 
connection by team members regarding the significance of the relationship between the 
CSFs and strategic planning and knowledge and learning opportunities for the entire 
organization.  That only one team mentioned the CSFs was indicative of a fundamental 
gap between strategic priorities and alignment with organizational learning. 
Research Question 4 
Research question 4 asked, To what extent did the TAMF members embrace the 
TAPE framework as a strategy for assessing and improving performance exellence in 
the organization? 
In addition to the incongruity related to strategic priorities that was discussed 
related to research question 1, other hurdles included frustration with “tapese” and 
difficulties with the Criteria questions.  These problems are not unique to TAMF.  Not 
only have I shared the same frustrations; I have also observed other TAPE examiners 
and applicants who experienced difficulties with the wording of Criteria requirements 
and questions, as well as confusion over the specificity of the TAPE language.  The 
TAMF is a stressful environment, especially in light of recent economic challenges, so it 
is not surprising that the TAMF members who engaged in the application process found 
the TAPE Criteria requirements and language to be time consuming and vexing.  M. G. 
Brown (2010) wrote that confusing language is a test to any organization that is 
attempting to align its work units toward common goals and objectives.  The terms in 
any management model or framework are open to interpretation and meaning, and 
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organization members often engage in long and exhaustive debates over definitions and 
explanations.  Brown described these discussions as one way to avoid getting down to 
the real work (p. 2).  There was indication that such discussions took place in TAMF 
meetings, as evidenced by the comments about the afternoon spent in debating over the 
term customer.  These kinds of discussions and debates are trying, but they are also 
healthy and beneficial for employee understanding and buy-in of strategic priorities. 
There was no convincing evidence that the TAMF fully utilized or embraced the 
TAPE framework.  There were numerous comments from team members regarding the 
TAMF’s continuous improvement culture.  These comments, together with my 
observations and experiences with the TAMF members, showed an organization that 
was responsive to the basic requirements of the TAPE Criteria.  The TAMF was not 
broken or in need of fixing.  The organization had experienced notable successes, 
documented in their prior performance improvement endeavors.  The TAMF was a 
dynamic and synergistic organization with thoughtful, intentional, and visionary leaders.  
Team members stated numerous times that their participation in the TAPE application 
process was as just another step in their excellence journey. 
Conclusions 
Research Question 1 
For the most part, the TAPE Criteria framework did not serve as an effective 
framework for assessing and improving performance excellence in the TAMF.  The 
TAMF members acknowledged the value of utilizing the Criteria framework but cited 
specific disadvantages that, in their opinion, outweighed the benefits.  A prime detriment 
was the difficulty of the TAPE language and the complexity of the Criteria questions.  
Another detriment was the investment of employee time and effort required to utilize the 
Criteria fully.  Despite these difficulties, those who participated on the TAPE teams 
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gained heightened awareness of the necessity to apply a holistic approach to assessing 
and improving their organizational performance. 
Research Question 2 
The TAMF leadership utilized the Criteria framework to assess where the 
organization was positioned relative to performance excellence, but they did not fully 
deploy the methodology in the seven Criteria categories (leadership; strategic planning; 
customer and market focus; measurement, analysis, and knowledge management; 
workforce focus; process management; and business results).  The organization 
introduced the TAPE Criteria approach through engagement in the TAPE application 
process, but the level of deployment in all appropriate work units was not as advanced as 
it could have been, nor was it ongoing.  Nevertheless, there was evidence that the TAMF 
leadership had been proficient in creating an improvement orientation and culture within 
the organization. 
Research Question 3 
Advancing knowledge, skills, and experience was important to the TAMF 
leadership and they recognized its impact on organizational outcomes.  However, there 
was no compelling evidence to indicate a leadership driven effort to align 
organizatiowide learning to strategic priorities specifically within the TAPE context.  
The TAMF utilized the TAPE Criteria to the extent that it supported and enhanced the 
performance improvement approaches that they were already employing.  The TAMF 
leadership emphasized its three quantitative measures:  (a) total gift dollars raised, 
(b) increases in gift expectancies, and (c) performance of long-term investments in their 
improvement efforts.  The fourth measure, CSF, was explained as how well the TAMF 
employees accomplished a set of objectives that were aligned with and developed for the 
purpose of accomplishing organizational goals.  These CSF were tied to an incentive 
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compensation program that was intended to reinforce high performance and to align 
performance to the organization’s goals.  The TAMF leadership was emphatic regarding 
their focus on all four factors but for employees there appeared to be more emphasis on 
the CSF, as this was where they could actively participate in the strategic planning 
process through the incentive compensation plan.  The gap in this area is indicative that 
the organization was still in the beginning stages of aligning organizational learning with 
strategic priorities. 
Research Question 4 
The TAMF did not fully utilize the Criteria as it is structured.  Instead, the 
TAMF leadership pragmatically took the parts of the methodology that were consistent 
with their point of view and utilized what they considered to be meaningful and useful.  
This conclusion is based primarily on four matters.  First was the number of staff 
members who said that they believed that the TAMF leaders were looking for an 
approach to reenergize the organization after a strenuous fundraising campaign.  Second 
was the clear and decisive manner in which the TAMF leadership discussed the four key 
factors that guided their decision making, planning, and actions.  The third matter 
involved the perception by key leadership individuals that the application process was a 
one-time activity to be accomplish before moving on.  Fourth was the difficulty of 
“tapese” and the time and effort investment that the Criteria required of everyone in the 
organization.  TAPE team members voiced their exhaustion on a number of occasions at 
trying to deal with the Criteria on top of handing their regular jobs and on the heels of 
their most successful fundraising campaign.  This factor emphasizes the unique context 
in which the TAMF leadership utilized the TAPE Criteria; thus, it is explicable that the 
TAMF leadership viewed the TAPE Criteria in the light of how it could support its 
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mission success, rather than supplanting management practices that had historically 
achieved organizational goals that met/exceeded customer needs and expections. 
Additional Conclusions 
Several additional conclusions can be drawn from the study: 
1.  The TAMF members gained heightened awareness of the need to assess the 
organization from a systematic perspective. 
2.  The TAMF members acknowledged and valued visionary leaders at the 
forefront of the organization. 
3.  Accountability and performance are important to the success of nonprofits, 
including the TAMF.  The TAMF participants recognized that their strategic planning 
process could be improved by involving employees and other key stakeholders, 
especially donors from the fundraising perspective and TAMU from the asset 
management perspective. 
4.  The TAMF members recognized their evolving customer base and agreed that 
this aspect of their business should be highlighted in future planning. 
5.  TAMF leadership valued their employees and understood that their employees 
were the driving force behind accomplishing organizational goals and objectives. 
6.  To improve performance excellence in the TAMF, there is a need for 
improved metrics and measures to inform management on the processes that support 
daily operation of the business. 
Testing Grider’s Study 
After concluding data analysis, I reviewed Grider’s (1996) summary of 
conclusions to compare the findings of that study with the findings of the current study.  
In general, the current research validated Grider’s findings. 
The initial impact of CQI on organization culture and processes is positive. 
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The CQI methodology guides teams to key process areas requiring improvement. 
One of the most valuable attributes of CQI is its facilitation of shared 
understanding and collaboration across organizational and institutional lines. 
Selection of team members has a significant impact on CQI methodology, both 
regarding the interaction of team members and the comprehensiveness of process 
improvements and team products. 
Though it encompasses a unique methodology that fosters teamwork, CQI 
(similar to other teamwork approaches) is not a short-term panacea for deeply 
entrenched conflicts between organizational members. 
The CQI methodology is implemented more easily, but not necessarily more 
effectively, into linear processes compared to nonlinear (or nonexistent) 
processes. 
Within this study, constructivist inquiry captured the most important nuances of 
human experience, and paralleled and complemented many tenets of CQI theory. 
(Grider, 1996, pp. 207-209) 
As Grider indicated, CQI is a methodology more easily employed in linear 
processes than in nonlinear (or nonexistent) processes.  He stated that a central theme in 
CQI theory is critical process improvement and he emphasized Cole’s stance relating all 
work to a series of processes; thus, in order to improve work, the processes must be 
improved.  Underscoring the point, Grider cited Cole in defining a process as “a series of 
tasks or activities that takes an input (those things needed to do the job), modifies the 
input (when work takes place and/or value is added), and produces an output (a service 
or product for example)” (p. 96).  Based on Grider’s work, the implication is that an 
organization with a disorganized or chaotic management structure that does not have 
clearly defined work processes may find it difficult to put CQI into practice. 
Other Findings 
Overall, the TAMF management system exhibits the fundamental elements of a 
performance excellence framework.  The organization has a clear and solid identity and 
a practical performance management approach that, for the most part, is based on facts 
and knowledge.  There is clearly esprit de corps in the TAMF organization.  The 
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American Heritage Dictionary (1985) defined esprit de corps as “a common spirit of 
comradeship, enthusiasm, and devotion to a cause among the members of a group” 
(p. 465).   Merriam Webster Dictionary (2011) defined the term as “the strong spirit 
existing between the members of a group and inspiring enthusiasm, devotion, and strong 
regard for the honor of the group” (para. 1).  Both definitions effectively described the 
environment at the TAMF.  In general, the organization emphasized what one person 
called “the good of the whole.” 
The TAMF members were happy and satisfied with the organization as they 
understood and shared the leadership’s vision of performance excellence.  They have a 
voice in management decisions, are comfortable with the team-centric organization 
structure, respect and trust the organization’s leadership, and are proud of the TAMF’s 
accomplishments.  Most of the interview participants described the TAPE experience, 
implementing the framework, and applying for the award as beneficial and providing 
benefits for the TAMF.  For example, the process revealed opportunities for 
improvement in their management approach, deployment, learning, and integration of 
certain work processes, such as response to customer complaints.  It also demonstrated 
that the organization could utilize large amounts of collected data to a greater extent to 
measure levels, trends, comparisons, and integration of outputs and outcomes.  The data 
that I collected and analyzed revealed that TAMF members recognized that a key factor 
in their continued success will be how well they manage the continuing growth of the 
organization.  The themes as identified are relevant and should be useful to the TAMF in 
the operation of the business that supports their strategic goals and objectives. 
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Recommendations to TAMF 
Based on the findings and conclusions of this research study, the following 
recommendations are offered to the TAMF as they continue their performance 
excellence journey: 
1. Continue to travel along your performance excellence journey in the way you 
feel best suits the TAMF organization.  Cairns et al. (2005) contended that performance 
improvement systems that are not compatible to a nonprofit’s organizational culture are 
doomed to failure.  Instead, they suggested that the organization employ approaches that 
are relevant and sensitive to the organization’s unique environment (p. 148).  The TAMF 
leadership recognized the value of applying the holistic TAPE Criteria approach to 
performance excellence, yet they distinguished and used only those parts of the Criteria 
that they found meaningful and effective.  The organization should continue this 
approach to the extent that the methodologies are repeatable, based on facts and data, 
and effective. 
2. Have key staff apply for and attend TAPE or Baldrige Examiner training.  
Several TAMF staff members were enthusiastic about the learning that they had 
acquired during the TAPE application process.  New knowledge and the wisdom that 
comes from learning can only benefit the TAMF.  If the organization plans to integrate 
parts of the TAPE Criteria into their performance excellence program, it would be 
beneficial to have in-house experts.  I found the examiner training to be helpful in 
numerous areas of management, especially evaluation and assessment.  The exposure to 
best practices in other organizations is invaluable, regardless of the sector, as it spurs 
energy and creativity. 
3. Endeavor to improve intentional and consistent deployment of TAPE Criteria 
requirements that you find useful and relevant to all appropriate work units in the 
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organization.  Deployment of Criteria into work units will help the organization to align 
resources and processes, engage the workforce and stakeholders, and assist leadership to 
think and make decisions strategically. 
4. Explore opportunities for involving staff in all four key measures that drive 
organizational decision-making, planning, and actions:  (a) total gift dollars raised, 
(b) increases in gift expectancies, (c) performance of long-term investments, and 
(d) number of CSFs accomplished by the organization during the year.  These four key 
factors were embedded to some degree in various aspects of the TAMF culture.  By 
increasing staff awareness and involvement in all four key factors, the TAMF leadership 
should be able to close associated gaps in organizational learning and continue to 
improve performance.   
5. Continue to expand and employ cycles of evaluation and improvement to 
operational processes.  The TAMF will persist in enhancing learning, both personal and 
organizational, if it continues to emphasize its process improvement methodologies.  
Enhanced learning will inevitably bring innovation and new knowledge to the 
organization, making it more competitive and able to provide additional value to its 
customers. 
6. Integrate additional Criteria requirements into the TAMF’s performance 
improvement agenda.  Addition of certain Criteria requirements will move the 
organization closer to formal organizational learning and a more systematic performance 
improvement approach.  The more holistic the performance improvement approach, the 
more efficiencies that will be realized and the more progress toward accomplishing 
organizational goals and objectives.2 
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Recommendations for Practice 
TAPE administrators will benefit from the current research, as it provides 
information on how well applicants understood the Criteria and performance excellence 
concepts and how they experienced and learned the taxonomy of the framework.  The 
“tapese” issue suggests that TAPE study ways to simplify the language and the way the 
Criteria is structured. 
The use of the TAPE Criteria by nonprofits is slowly increasing but advances 
from study to actual practice can be accelerated by looking carefully at how the TAMF 
used the Criteria to assess and improve their performance and how they went about 
applying for the award.  Similar organizations can envision and chart their own journeys 
to performance excellence by using the TAMF experience to inform their planning and 
approach. 
Recommendations for Further Study 
The findings and conclusions led to identification of topics for future research. 
It would be helpful and interesting to study why foundations choose the approach 
that they employ, how they implement it in their organization, and the benefits, 
disadvantages, and success that they experience as a result.  This study provides but one 
case study; additional studies would add to the literature on the effectiveness of 
performance excellence approaches in nonprofit fundraising organizations. 
A longitudinal study of a foundation or foundations that have deployed 
performance improvement criteria over a period of time would be useful.  Numerous 
changes occur over time, and the impact of these changes on the effectiveness of 
performance excellence approaches in nonprofits, as well as the extent to which 
particular approaches remain effective during times of change, would be particularly 
interesting and beneficial to businesses in all sectors, particularly to nonprofits. 
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Study of other nonprofit fundraising organizations would be aid TAPE 
administrators in improving the usefulness and functionality of the Criteria framework 
across all business arenas.  Such study would also contribute to enhanced understanding 
of how the Criteria are relevant and can be used by nonprofit fundraising organizations. 
Lessons Learned 
I applied existing methodology to the research study, although in hindsight there 
were numerous “a ha!” moments when learning became apparent after the 
methodological applications: 
First, qualitative research is emergent; however, there must be design and 
structure to the process, specifically a methodology that is accurately and carefully 
executed to establish credibility, transferability, dependability, and confirmability.  This 
is very time consuming and arduous but also very necessary.  For example, more 
thoughtful pre-interview preparation might have produced a more effective design and 
application. 
Second, while the interviews were structured by a specific protocol and interview 
questions were prepared in advance, I never quite felt prepared as I went to a meeting.  
Guba and Lincoln (1985) recommend practicing with a “stand-in” (p. 270).  This advice 
should have been heeded for several reasons.  First, practicing with a surrogate would 
have served to help me to become more comfortable with the interview questions so they 
flowed naturally and conversationally.  In the first couple of interviews I felt that I was 
coming across as an interrogator rather than someone who wanted to engage in dialogue.  
I had come to know all of the team members quite well through team meetings, but only 
during the later interviews did I feel that my “warm up” questions were doing an 
adequate job of creating a relaxed atmosphere.  Practicing with a substitute would also 
have provided an opportunity to work on observation skills.  When listening to the 
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interview audio tapes, I identified situations when verbal cues were ambivalent and 
could have been affirmed with better documentation of associated nonverbal cues.  For 
example, verbal cues in the tapes of the earlier interviews led me to conclude that the 
closeness of the interview space had contributed to the participants feeling less 
comfortable and natural, while responses on the tapes of subsequent interviews that took 
place in a more open physical environment seemed less hesitant and more spontaneous.  
This could also be attributed to the fact that I was more comfortable in the role as 
interviewer.  In future interview circumstances I will pay more attention to nonverbal 
cues and will document my observations more carefully.  In addition, I will be cognizant 
of scheduling interviews in an environment that is open and comfortable for both the 
participants and for, if possible. 
Maintaining perspective was sometimes a challenge in the research endeavor, 
especially when contrasting the work environment at the TAMF with the culture that 
existed at my workplace at the time.  The processes of journaling and regularly stepping 
back from the research activities were helpful mechanisms for separating the realm of 
the TAMF and my own reality.  The ability to change course as I garnered new insights 
was effective in completing the study. 
In Closing 
The TAMF primarily used the TAPE Criteria framework as a one-time 
assessment.  The organization’s historical approach to CQI had facilitated the TAMF in 
applying best practices that had led it to be one of the leading higher education 
fundraising foundations in the country.  The TAMF’s CQI endeavors and the resulting 
maturity of the organization had led them to develop and utilize a unique performance 
excellence approach, rather than employing an institutionalized methodology.  The 
length of time the TAMF had been engaged in their performance excellence journey 
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provided the organization with insights unique to the TAMF.  Organizations that are just 
starting out on their performance excellence journey would not be likely to experience 
the same level of added value if they attempted to emulate the TAMF approach. In 
addition, it is important to remember that, when taking on a major organizational 
change, time does not stand still; changes will continue to occur even as a change effort 
is initiated and implemented and other variations are taking place at the personal and 
interpersonal level and in the business and social environment, 
Last Word 
Looking back at my time and experience with the TAMF, I am struck by an 
analogy between the utility of the TAPE Criteria for assessing and improving 
performance and the fundamentals of an effective golf swing.  On the one hand, to get 
the best out of both it is necessary to have a systemic perspective.  Tim Mahoney, 
director of education for Troon Golf, a premier golf property management and 
consulting firm in the golf industry, will tell you that the most important elements for a 
successful golf swing are the pre-swing fundamentals.  Tim is touted as one of the most 
accomplished golf instructors in America by Golf Digest and Golf Magazine.  His 
philosophy is that the golfer’s grip on the golf club, posture when addressing the ball, the 
location of the ball relative to stance, the direction the golfer is aiming, and the 
individual’s frame of mind and tension level are all related to performing a synchronized 
swing and striking the ball at the “sweet spot.”  According to Mahoney,  
The grip controls the clubface and release through impact. Ball position controls 
the swing path. Posture controls the body's pivot. Aim controls the sequence 
during the swing. Mind-set controls the ability to adjust. And, the body's tension 
level controls the ability to swing the club without interference.  (Tim Mahoney 
Golf website, Teaching Philosophy section) 
Entrenched in Mahoney’s description is the systematic nature of the fundamental 
elements of the golf swing.  The steps are regimented, repeatable, and adjusted by data 
126 
 
integrated by the golfer.  Inherent is learning and the ability to evaluate the success of 
each swing and make adjustments for improvement which leads to increased proficiency 
and success.   
Just as the systematic nature of the pre-swing golf fundamentals are essential to 
an excellent golf shot, so too is the systematic nature of the TAPE Criteria essential to 
assessing and enhancing performance excellence in business.  Golf professional 
Mahoney explained that having an effective golf swing that includes the integrated 
elements of grip, posture, stance, and aim as necessary for hitting a golf shot that will 
progress the ball ultimately into the cup on the green.  Likewise, the TAPE Criteria 
explains, “The systems perspective to goal alignment is embedded in the integrated 
structure of the core values and concepts; the Organizational Profile; the Criteria; the 
scoring guidelines; and the results-oriented, cause-effect, cross-process linkages among 
the Criteria items” (p. 55).  Similarly, the pre-swing fundamentals are important to a 
golfer hitting a successful golf shot and the four stages in the improvement cycles of the 
TAPE Criteria framework—approach, deployment, learning and integration—are 
important for an organization to accomplish organizational goals and objectives and to 
attain a competitive advantage.   
The analogy is limited.  Whereas golf is a solo sport, in which individual 
basically complete against themselves, utilizing a management framework to accomplish 
performance excellence is an inclusive and team endeavor.  This research study has 
shown that an organization leader cannot accomplish performance excellence alone; he 
or she must engage all parts of the organization to maximize accomplishments. 
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APPENDIX B 
INTERVIEW PROTOCOL 
Interview Questions 
 
The Utility of the Texas Award for Performance Excellence Criteria  
as a Framework for Refinement and Enhancement  
of the Texas A&M Foundation’s Journey Toward  
Performance Excellence: A Case Study 
 
1. To what extent do you believe the Texas Award for Performance Excellence (TAPE) 
criteria serves as an effective methodology for assessing and improving performance 
at the Texas A&M Foundation? 
2. To what extent do you feel the TAPE criteria influence the Texas A&M leadership in 
planning for and deploying the following?   
 Strategic planning 
 Customer and market focus 
 Measurement, analysis and knowledge management 
 Human resources focus 
 Process management 
 Business results 
3. To what extent do you think the leadership utilizes the TAPE criteria as a guide for 
aligning organizational and personal learning to the Texas A&M Foundation’s strategic 
priorities? 
4. What have you learned about the Texas A&M Foundation as a result of your experience 
as a participant on the TAPE application team? 
5. What are some of the self-discoveries that have come to light based on your 
experience as a participant on the TAPE application team? 
6. Based on your experience as a participant on the TAPE application team, identify the 
Texas A&M Foundation’s organizational strengths that can be leveraged. 
7. What are some organizational areas that may provide additional opportunities for 
improvement? 
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